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ABSTRACT

AN ANALYSIS OF THE INTERNAL SALES FORCE AS A FACTOR
IN THE DESIGN OF TOTAL SALES STRATEGY

By

Robert James Boewadt

This thesis is concerned with the inside salesman in
the steel service center industry. The primary focus of the
research is to determine those factors which differentiate
the highly effective from the less effective inside salesman.
The investigation is couched within the basic framework of
role theory. Specifically, it seeks to define the role of
the inside salesman as interpreted by himself, field sales-
men, sales managers and customers.

One aspect of the study deals with the variance of
the inside salesman's perceived actual role from his per-
ceived ideal role. This measure of internal role conflict
is then compared with his actual effectiveness to determine
if a relationship exists.

In another part of the analysis, the inside sales-
man's activities are grouped in five major categories termed
molar dimensions. These include personality, technical com-
petence, customer service orientation, sales initiative and
efficiency. The degree of consensus between the inside

salesman and the various role definers in each molar
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dimension is measured and this, in turn, is compared with
his actual effectiveness. This aspect of the investigation
serves two purposes:
1. it pinpoints the key role definers of the inside
salesman and
2. identifies those dimensions of the inside salesman's
job where consensus between his actual behavior and
the role definer's expectations is vital. The con-
sensus between the ideal role expectations of both
the inside salesman and his role definers is

analyzed in a similar manner.

To account for differing environmental factors, the
participating firms are grouped in five typologies which
reflect the type of market they serve, their size and the
breadth of their product line. The analysis shows that the
relative importance of the various role definers and molar
dimensions differs among the typologies.

The inside salesmen also ranked the five molar dimen-
sions in terms of their relative importance. The object was
to see if the highly effective and the less effective sales-
men approach their jobs differently. The results were
inconclusive.

The findings show the customer to be a key role
definer of the inside salesman. In smaller firms high con-
sensus of role expectations between the inside and outside

salesmen is associated with the highly effective inside
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Robert James Boewadt

salesmen. Technical competence appears to be a molar dimen-
sion which clearly differentiates the highly effective from
the less effective salesmen. It is vital that the highly
effective inside salesman measures up to the customer's
expectations of him in this dimension. As the firm special-
izes its product line, role consensus in this dimension
becomes even more important. This suggests that customers
rely on the inside salesman for technical advice and his
ability to meet this need is directly related to his ulti-
mate effectiveness.

The data also show that high internal role conflict
is associated with low effectiveness. Conversely, low
internal role conflict is associated with high effectiveness.
This suggests the need for careful selection and training of
inside salesmen. It also implies that formal job descrip-
tions must reflect the true nature of the inside selling job

and the realistic expectations of management.
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CHAPTER I

INTRODUCTION

Purpose of the Study

This study is intended to examine critically the
role of the inside salesman in the selling process. Perhaps
with the information it brings to light, the sales manager
will be able to determine more accurately the extent to
which the internal sales force should share in the recogni-
tion traditionally given to the field sales force. The
investigation will, further, focus upon those factors which
are the determinants of effectiveness in the inside selling
job so that the manager may seek them out in his recruiting
process of inside personnel. 1In an attempt to gain a full
perspective on the inside salesman's efforts, the study is
focused through the eyes of four key parties to the selling
process: (1) the customer, (2) the outside salesman, (3)
the sales manager and (4) the inside salesman. In addition,
these parties were selected in such a way so as to insure
representativeness within the industry being examined.

The marketing effort of the firm is characteristi-
cally multifaceted. The firm's impact in the market is the

result of the interaction of its total offering (want-







satisfier system) with the buyer's perception of his own
needs and wants. An important element of the promotional
mix is that of personal selling, both in the field and by
inside personnel. While considerable reference is made to
field salesmen in the marketing literature, there is a
dearth of information on his internal counterpart and the
part that the inside man plays in the buying-selling process.
Ironically, it has been estimated that the average inside
salesman is in contact with twenty-five to thirty customers
in a single day while the field salesman's contacts are much
more limited.l In addition, the inside salesman meets the
buyer or buying influence when a need exists while the field
salesman may often find his sales call to be unnecessary.

Viewing the situation from another perspective, the
inside and outside salesmen are both part of a selling team.
If either member of the team fails to do his part, the other
person's efforts are diluted or negated. It is imperative,
therefore, that the role of the inside salesman is fully
understood if the selling effort of the firm is to be
optimized.

In the past the inside salesman has been considered

little more than an order clerk.2 Indeed, even today the

lSales Management, "Mr. Inside Steps Out," CIII,
No. 7 (September 15, 1969), 41.

21pid., p. 4l.
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status gap between the inside and the outside salesmen of
most companies is large. This is most often reflected in
salary differentials, expense account allowances and degree
of freedom from direct supervision. On all counts the out-
side salesman emerges the winner. However, this trend is
beginning to weaken and perceptive management is now begin-
ning to seek ways to recognize the true contribution of the
internal sales force. The change has not been rapid in its
inception and this is partially due to intrinsic factors
which make the inside salesman's job different from that of
the field salesman.

For example, the field salesman is often compensated
wholly or in part for his exploitation of the potential of a
given sales territory or assigned market segment. Because
he is the only agent of the company in that area, the assump-
tion is made that any territory sales increase is, at least
partially, due to his efforts. He is compensated accordingly
by some form of commission or bonus system. In the case of
the inside salesman, the problem is not so easily handled.
This is often due to the random matching of inside salesmen
with incoming customer calls and the inability of management
to truly assess the impact of the inside salesman's effort
on any given sale which is made. In other words, many sales
managers are content to assume that there is a causal rela-
tionship between the sales of a given territory and the field
salesman working there but are reluctant to impute the same

relationship to the sales produced by their internal selling






force. This may be accounted for by their inability to

assess the element of chance present in the inside selling
job. It is strange that the same reservations have little
effect on the evaluation of the outside salesman's contri-

bution.

Statement of the Problem

The inside salesman is called upon to be many things
to many men. The customer has certain expectations which he
hopes will be met through interaction with the inside man.
These expectations of anticipated behavior combine to form
the ideal inside salesman's role as perceived by the customer.
In addition, similar ideal role expectations are formed by
his sales manager, the outside salesman and the inside sales-
man himself. One focal aspect of this investigation is to
delineate these idealized role expectations and relate them
to the effectiveness of inside salesmen. Specifically, the
study seeks to determine precisely what are the elements of
the inside selling job which are related to effectiveness?
How do these differ in relation to the type of market being
served? How do these differ in relation to the size of a
firm's scale of operations? How do these differ in relation
to the type of product line carried by the firm? It may be
assumed from the outset that the effective salesman will not
be able to accommodate the role expectations that all parties
have of him. 1Indeed, there is probable conflict among the

various ideal role expectations. However, the study should






produce conclusions regarding the relative influence of the

various parties' expectations on the effective inside

salesman.

Effectiveness will be measured in five key areas.

These are termed molar dimensions of inside salesman effec-

tiveness and include:

1.

Personality--this dimension is concerned with per-
sonal characteristics which reflect attitude and

human relations skills (e.g., friendliness, maturity,

cooperativeness).

Technical Competence--this dimension focuses on the
level of relevant expertise which the salesman is
able to bring to bear in solving the specific tech-
nical problems in his area.

Customer Service Orientation--this relates to the

salesman's willingness to provide the customer with
services beyond the mere order taking function.
Sales Initiative--this relates to the man's ability
and willingness to actively sell his product in the
presence or absence of customer sales resistance.
Efficiency--this relates to the inside salesman as
a self manager and his ability to formulate an
organized approach to his job functions, thus

minimizing wasted time and effort.

The study also measures the relationship of inside

sales effectiveness to internal role conflict. All inside






salesmen were asked to relate both their idealized and
actual behavior patterns in each of the molar dimensions.
Role conflict was measured by the degree of consensus or
divergence between ideal and actual for each dimension.

A final aspect of the study relates to the impor-
tance of each of the molar dimensions of effectiveness
relative to each other. Inside salesmen were asked to rank
the molar dimensions by priority of importance in their
selling job. This information was then used to derive

several modal typologies of highly effective and less effec-

tive inside salesmen.

These are the questions which the study attempted to
answer. Basically, they relate to three areas which may be
summarized as follows:

1. the relationship between inside selling effective-
ness and the ability of the salesman to perform in
accordance with the expectations of his significant
others,

2. the relationship between inside selling effective-
ness and the ability of the salesman to perform up
to his own expectations and

3. the relationship between inside selling effective-
ness and the priority the inside salesman gives to

various facets of his job.






Hypotheses

In accordance with the objectives of the study, nine

basic hypotheses were formulated to be tested.

I.

TLe

III.

v.

VI.

VII.

There is a relationship between the personality char-
acteristics of the inside salesman as perceived by
the customer and the inside salesman's effectiveness.
There is a relationship between the technical compe-
tence of the inside salesman as perceived by the
customer and the inside salesman's effectiveness.
There is a relationship between the customer service
orientation of the inside salesman as perceived by
the customer and the inside salesman's effectiveness.
There is a relationship between the sales initiative
of the inside salesman as perceived by the customer
and the inside salesman's effectiveness.

There is a relationship between the efficiency of

the inside salesman as perceived by the customer

and the inside salesman's effectiveness.

There is a relationship between the inside sales-
man's effectiveness and the congruency of his
idealized role as perceived by himself and the
outside salesman.

There is a relationship between the inside sales-
man's effectiveness and the congruency of his
idealized role as perceived by himself and the

sales manager.
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VIII. There is a relationship between the inside sales-
man's effectiveness and the congruency of his
idealized role as perceived by himself and the
customer.

IX. There is a relationship between ideal and actual
role congruity as perceived by the inside salesman

and his effectiveness.

Methodology

The study seeks to determine if there are any signif-
icant differences between inside salesmen which can be
related to their overall effectiveness. Accordingly, in all
participating firms the inside sales manager was asked to
divide his inside salesmen into two groups. These groups
approximated the upper and lower halves of the inside sales
force in terms of total inside selling effectiveness. It
was felt that the sales manager, better than any other
single individual, was qualified to make the judgment. Each
manager was asked to let his judgment reflect whatever fac-
tors he deemed most important in an effective inside sales-
man. The ultimate judgment reflected a combination of such
factors as sales volume produced, ability to relate to the
customer and his peers, promotability, past performance and
salary advancements. In all instances the managers agreed
that the past sales record of the individual salesman was

weighted heavily in their final judgment.






As noted earlier, customers, managers, outside sales-
men and inside salesmen were asked to respond to questions
relating to their perceptions of ideal inside salesman
behavior. Inside salesmen, in addition, were asked to
answer similar questions related to their actual daily
behavior and the importance of the various molar factors.
with perceptual responses from the individuals in all four
categories of respondents and with an approximation of the
relative effectiveness of all inside salesmen, the data were
then analyzed for any significant relationship between role

perception and effectiveness.

Limitations of the Study

Any conclusions derived from the study must be drawn
taking cognizance of these limitations:

1 Respondent firms comprise a purposive sample drawn
from the membership of the Steel Service Center
Institute. Application of findings to other indus-
tries where inside salesmen play key roles must be
done cautiously.

2. The sample drawn was small comprising 14 firms from
a total active membership of approximately 400.
However, two considerations dictated this. First,
it was considered mandatory to collect the kind of
information required by personal visits rather

than by mail. Second, within each firm multiple
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respondents were needed hence the total number

of respondents far exceeds the number of firms.

A sample of twenty customer respondents for each
firm was selected in such a manner that the final
list would include a mix of good, average and mar-
ginal accounts. This is a relatively small group
inasmuch as the average number of customers per

firm is eight.

The relative effectiveness of inside salesmen was
based on a judgmental determination by the sales
managers as previously noted. It is possible that
such a selection process introduced a bias which
would ultimately be reflected in close role con-
sensus between the effective salesmen and their
respective managers when the data were analyzed on
an individual firm basis. In other words, there is
a possibility that a manager might have selected

all his highly effective group merely because they
behaved in a manner he deemed correct and not
because of an objective evaluation of true, measure-
able performance. If, indeed, this was the case in
some instances, then the manager's ideal role per-
ceptions became self-fulfilling prophesies. It must
be noted, however, that when the data were combined
for analysis on the typology or total industry level

this element of bias diminished in importance.






11

Respondents may have possibly misinterpreted the
purpose of the study and, as a result, responded

in a manner designed to reduce any perceived ego
threat. It was noted by the interviewer that rela-
tionships between the various inside sales managers
and their inside salesmen varied widely. Some
managers appeared to have a peer relationship with
their men while others were highly authoritarian

in their managerial style. To the extent that some
salesmen were unsure of complete anonymity, their
responses may have been affected by distrust of
their superior or the researcher.

Ideal role expectations of the customer were tapped
by the instrument and these were compared with the
ideal and actual role expectations of the highly
effective and the less effective inside salesmen to
determine if a relationship existed. Administrative
feasibility precluded the linking of the customer's
perception of actual behavior to specific inside
salesmen. Hence, inference in this area is indirect
and rests on the assumption that the inside sales-
man's description of his actual behavior is accurate
and is similar to the customer's perception of his
actual behavior. 1In this case, as in the instance
of the sales manager‘*s selection bias noted in lim-

itation three above, the analysis on the typology
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or total industry level is not impaired. The fail-
ure to link specific men with specific customers
has meaning only on the firm level and, even then,
any conclusions drawn from such a small sample of

each company's accounts might be unwarranted.






CHAPTER II

CONCEPTUAL FRAMEWORK

Role Theory--Basic Postulates

A useful theoretical construct for the study of
human interaction is that of role theory. Simply stated
role theory suggests that human behavior is largely condi-
tioned by self expectations and the expectations of other
persons. These expectations are cast within the framework
of societal roles.

Roles have been defined in various ways. Biddle
sugge s ts that "a role is a set of related cognitions main-
tained for a person or position by himself or another."l
Banton views roles as "clusters of rights and obligations"
3SSOc i ated with a position in society.2 A position may be
the Ye pository of multiple roles. For example, the position
°f an  jinpside salesman may coincidentally encompass the roles
St technical advisor, expeditor, salesman and friend. 1In

A

Col lBruce J. Biddle, The Present Status of Role Theory
Umbia, Missouri: University of Missouri, 1961), p. 5.

ti 2Michael Banton, Roles (London: Tavistock Publica-
©ns, 1965), p. 2.

13
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each of these roles the focal individual is expected to
pehave in a specific manner. To the extent that these
behavioral expectations, held by himself and his significant
others, are compatible, the individual is able to effectively
fulfill the mission of his position.

A person may simultaneously hold multiple positions
within a society. Biddle defines a position as "a set of
pexr sons who exhibit similar characteristics, who are treated
similarly by others or for whom a cluster of unique cogni-

tions are maintained either by themselves or c>the):s."3 To

refer back to the earlier example, an individual may hold
the position of inside salesman with its associated roles
but he also may hold the positions of head of household,
church member, civic leader and others.

Because of the possibility of multiple positions and
mult i ple roles associated with each position, the possibility
of conflicting expectations or role conflict arises. The
inside salesman's role as technical advisor to his customer
May lead him to suggest an alternative material not handled
by his own company. This action may directly conflict with
the roje expectations that his management holds of his role
3S a salesman. In addition, his position as a father and
h“Sband may generate role expectations which are contrary to
the Yole expectations associated with his job. A clear
SXample of this latter situation often arises when the time
\—_

3piddle, op. cit., p. 5.

B i
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demands on the individual as an employee and as a family
member begin to overlap.

In a study of role expectations done by E. E. Smith
it was found that individuals experiencing anxiety due to
unclear role expectations were less effective than individ-
uals whose role expectations were clearly defined.4 In a
similar study by Getzels and Guba it was found that individ-
uals exposed to conflicting role expectations were seen to
be ineffective by their significant others (role definers).5

It should be noted that any attempt to separate role
theory from what is commonly termed reference group theory
is done purely for classification purposes. The two are
closely bonded and mutually enhancing. It is important then
to examine the nature of reference groups if one is to fully

understand the meaning of roles.

Roles and Reference Groups

A reference group can be defined as any interacting
aggregation of people that influences an individual's atti-
tudes or behavior.6 An individual may simultaneously

ot R SR

B 4E. E. Smith, "Effects of Clear and Unclear Role
prectations on Group Productivity and Defensiveness,"
OUrng] of Abnormal and Social Psychology, LV (1955), 215.

5J. W. Getzels and E. G. Guba, "Role, Role Conflict
ind Effectiveness: An Empirical Study," American Sociolog-
Sal Review, XIX (1954), 164-175. 3

Bl 6James F. Engel, David T. Kollat, and Roger D.
w.ackwe]_l, Consumer Behavior (New York: Holt, Rinehart and
Nston, Inc., 1968), p. 309.
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interact with several such groups at any given time and
their relative influence on his behavior will vary greatly.
Homans recognizes three distinct types of reference groups,

Membership groups are those aggregates of people

to which a person is recognized by others as be-

longing. They include groups such as the family,

a church, a fraternity, a work group and many

others. An aspiration group is an aggregate of

individuals to which an individual wishes or

aspires to belong. A dissociative group is an

aggregate of individuals with whose values or

behavior an individual does not want to be

associated. . . . In all definitions of a group

there is an implied functional interdependence

between members.

The influence of reference groups can be both norma-
tive and evaluative in nature.® The normative function of
such groups causes the individual to modify his behavior in
accordance with or opposition to the modal behavior of the
group. This, of course, will depend on whether the group is
aspirational or dissociative to the particular individual.
The evaluative function, on the other hand, permits the
individual to compare himself in terms of status to others
be longing to his relevant reference group. Using these

reference group members as a benchmark, he can then deter-

Mine the degree to which he is fulfilling his idealized self

SSesavAl . =

7George Homans, The Human Group (London: Routedge
ang Kegan Paul, 1951), p. 1.

a 8Hax:o].d H. Kelly, "Two Functions of Reference

Sro‘lps," in Readings in Social Psychology, ed. by G. E.

Hw5nson, T. M. Newcomb and E. L. Hartley, rev. ed. (New York:
©lt, Rinehart and Winston, Inc., 1958), pp. 265-275.
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image.9 It is obvious that both functions can potentially
cause the individual to change his behavior patterns within
a given role and, conversely, as Lieberman has observed, "a
change in roles involves a change in reference groups . . .
which leads to a change in attitudes . . . which leads to a
change in actions.“lo This reference group-role behavior
exchange process may well explain, for instance, the change
in an inside salesman's behavioral expectations of other
inside salesmen as he moves to a supervisory level. 1In
addition, if an inside salesman considers the field sales
force as a dissociative reference group, he may structure
his behavior so that no semblance of team effort exists.
There was some informal indication during the research in-
terviews that, in fact, the field sales force might very
we ll represent such a group to some inside salesmen.
Inherent in the concept of the reference group is
the idea of norms. Group norms are standardized patterns of
behavior which the relevant reference group establishes as
ACceptable. The relevant group is simply that group which
the jpdividual views as the most important in guiding his
Pehavior in a specific decisional area. The relevant group
May, indeed, change with time and with the nature of the

Sl o= Ao

a 9The concept of self image is discussed in Erving
Doffman, The Presentation of Self in Everyday Life (New York:
©ubleday and Co., Inc., 1969).

loseymcur Lieberman, "The Effects of Changes in Roles
gn the Attitudes of Role Occupants," Human Relations, IX,
©. 4 (November 1956), 399.
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decision to be made. Norms tend to be general and relate to
items of concern to the group.ll

Viewed from one perspective, a role can be defined
as a set of norms associated with a position. Role definers,
those holding the expectations relevant to a specific role,
share these norms. Shared norms permit meaningful predic-
tion of individual behavior. 1In a sense, then, clearly
defined norms or role expectations obviate the need for
close supervision and control.12 In addition, in those
situations where coordination between two or more personnel
is expected, shared norms and role consensus might be deemed
vital. The problem of coordination will be considered in
the concluding section of this chapter.

Another aspect of group norms which should be
stressed is their importance to the communication process.
Newcomb relates that,

People can interact without any common body of
norms, but they cannot communicate in the sense
of sharing meaning through their interaction.
. . . Communication is a process by which a per-
son refers to something . . . in such a way as
to lead another person to have a more or less
similar experience of it. Communications, in

this sense, presupposes frames of references
(norms) which are shared by the communicating

llMuzafer Sherif and Carolyn W. Sherif, An Outline
of Social Psychology, rev. ed. (New York: Harper and Row,
1956), p. 170.

lZFrancis Merrill, Society and Culture (Englewood
Cliffs, New Jersey: Prentice Hall, Inc., 1957), p. 12.






19

persons, so that similar meanings are shared

by them.
The importance of good communications links between salesmen,
customers, their managers, and other supportive personnel is
patently obvious. Acknowledging this fact, one must conclude
that the concepts of reference groups, roles and norms are
inextricably intertwined. Each of the constructs complements
the others in the understanding of human behavior.

Role Relationships and the
Sales Force

Viewing the firm as a total marketing system,
Downing observes,

In firms of any size and complexity at all . . .
and this means most firms . . . the coordinating
process has significant effect on the firm's
efficiency. Simple as the idea of coordinating
g4 dCvisna Erocess that is often overlooked or
done poorly. 4

The process of coordinating may be summarized as the
ways in which the executive develops an orderly pattern of
group effort among subordinate units, and secures compati-

bility of action in pursuit of common goals.15

13'1‘, M. Newcomb, Social Psychology (New York:
Dryden Press, 1950), pp. 267-268.

14George D. Downing, Sales Management (New York:
John Wiley and Sons, 1968), p. 155.

15This is basically the definition of Dalton
McFarland, Management Principles and Practice (New York:
MacMillan, 1958), p. 268.
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To the extent that the process is carried on by its
own momentum without the guiding hand of a sales manager,
the firm conserves its resources for other operational
dimensions. Self coordination between dependent agents is
the key. But to achieve a state of complementary coexis-
tence the agents must first understand each other's respon-
sibilities and expectations. Often this is not the reality
of the situation. 1In a recent industry panel conference
he 1ld between representative inside and outside salesmen,

a typical comment by an inside salesman was,

I don't think the outside men in our company . . .

really realize the problems the inside men have.

A lot of times an outside man will call in a pro-

cessing order, and you're tied up . . . he'll

fight you. I can understand them not wanting to

lose an order, but they don't realize the problem

a person has on the inside.
It is logical to assume that the lack of empathy cited by
the inside man detracts from rather than enhances his firm's
inside-outside selling effort. At a minimum the inside man
may adopt an attitude of disconcerned neutrality toward his
outside counterpart and may carry this over to the outside
man's customers. From a study done by Lombard we know that
customers in a hurry will tend to perceive the sales person-
nel with whom they must deal as basically disinterested

individuals.l7 In the instance cited by the inside salesman,

l6Richard Sandhusen, "Inside-Outside: A Dialogue,"
Metal Center News, IX, No. 9 (September 1969), 14.

17George F. Lombard, Behavior in a Selling Group
(Boston: Harvard University Press, 1955), p. 209.
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it is very possible then that the inside man is reacting to
what he perceives as lack of empathy while the outside sales-
man, in his haste, ‘views the 'inside man as ‘a disinterested
bystander. The morale implications are immediately evident.

As Kretch points out, the concept of a role includes
certain associated rights and obligations which are defined
in relation to other roles. For example, in the patient-
doctor relationship, the patient is expected to follow
orders and pay promptly for services rendered.l8 The impor-
tant point to be noted is that not only are there rights and
obligations, as Banton had observed, but they become mani-
fest in daily interaction with other roles. Therefore, it
is not enough merely to study a given role as an isolate
from its situational context. To do so eliminates the feed-
back loop from other roles and, hence, the dynamic process
of role modification over time.

Evans suggests in his study of the role of the field
sales manager that,

. . . it is reasonable to expect the individual
to consider the role expectations of (his) supe-

rior in defining his own role and hence in his
role behavior.l

18David Krech, Richard Crutchfield and Eggerton
Ballachey, The Individual In Society (New York: McGraw
Hill, 1962), p. 310.

19Rodney E. Evans, "An Empirical Analysis of the
Function and Role of the Field Sales Manager" (unpublished
Ph.D. dissertation, Michigan State University, 1966), p. 21.






22

The inside sales manager is a feedback source. His ability
to reward or impose negative sanctions upon the inside sales-
man must, in some way, be related to role behavior. Indeed,
other sources of role feedback may not be as explicit.

The customer-salesman interaction process was
studied by F. B. Evans. In it he found,

The more alike the salesman and his prospect
are, the greater the likelihood for a sale.
This is true for physical characteristics (age,
height), other objective factors (income, reli-
gion, education) and variables related to per-
sonality factors (politics, smoking). It is
also important to note that the perceived sim-
ilarity for religion and politics is much higher
and of greater importance to the sales than the
true similarity . . . results of this study
indicate differences in the ways sold and un-
sold prospects viewed the particular salesman
who called upon them, how the salesman views
his role and differences in pair similarity
between sold and unsold dyads.20

Evans' results imply that the customer's feedback function
is a very active force impinging upon the salesman. The

customer buys from those individuals who not only fulfill
his role expectations but also tend to mirror his values

and personal habits. Evans points out, however, that the
primary influence on the dyadic interaction is the degree
to which the customer's role expectations of the salesmen

are met.

2OF. B. Evans, "Selling As a Dyadic Relationship--
A New Approach," in The American Behavioral Scientist,
May 1963, p. 79.
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Tosi has done similar research and he concludes that
although meeting customer expectations is an important ele-
ment in the selling process, it is still not enough. He
states that,

Role consensus is perhaps more important within
the organization than without. . . . Role con-
sensus between a subordinate and a supervisor may
help the subordinate secure a promotion because
his supervisor thinks highly of him, but it does
not seem so important as customer expectations

in aiding in the securing of business.

Essentially these conclusions support the earlier work of
F. B. Evans. However, the specific link between role
expectations and selling effectiveness is left partially
defined. 1In a subsequent article based on the research,
Tosi points out,

Thus, behavioral expectations of the buyer may
be an intervening or moderating variable. It

is expected that the objective and physical
factors which are significant vary as a function
of different selling situations. If so, defini-
tion and classification of these factors for
particular selling situations must be undertaken.
Perhaps the product may be critical in one case
and the salesman in another.

As this last statement intimates, the problem of varying
sales contexts and the influence they exert on empirical

study is surmountable. The researcher must, however,

21I-Iemcy Louis Tosi, Jr., "The Effect of Role Consen-

sus, Expectations and Perceptions on the Buyer-Seller Dyad"
(unpublished Ph.D. dissertation at The Ohio State University,
1964), p. 63.

zzﬂenry Louis Tosi, Jr., "The Effects of Expectation
Levels and Role Consensus on the Buyer-Seller Dyad," The
Journal of Business of the University of Chicago, XXXIX,
No. 4 (October 1966), 528.
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carefully define the parameters of the particular selling
situation which may give rise to specific and possibly
unique role expectations. For example, in this study it is
possible that the steel service centers which stock a highly
specialized inventory simultaneously generate particular
customer expectations of the inside salesman. The customer
may feel that a high degree of product specialization should
be accompanied by a correspondingly high level of technical
expertise on the part of the inside man. On the other hand,
perhaps the size of the service center is linked to the
customer's expectations of the personal service he should
receive. Indeed, Robert McMurry has pointed out that the
degree of creativity required of the salesman will vary with
the specific demands of the sales job.23 But all of these
variables can be controlled once they have been identified
as possible role influences. This study has attempted to
accomplish precisely that.

In a study done by L. G. Wispe on a small group of
Cclothing salesmen, he found that conflicting role expecta-
tions within the work group led to open hostility between
its members. Specifically, the men studied were both
fx‘iends and competitors. Each of these roles generated
®Xpectations. Many of the expectations were not mutually
COmpatible and the men were unable to balance their roles.
O e I B

H 23Robert McMurry, "The Mystique of Supersalesmanship,"
H8rvard Business Review, March-april 1969, p. 114.
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This resulted in a breakdown of the personal relationships

between the men.24 This study is pertinent because it

points out an area of potential concern for management. If,
indeed, the inside salesman is the target of many conflict-
ing role expectations, the resultant effect may be increased
hostility toward others. If this hostility is focused upon
the field salesman, team effort is impaired. If, however,
the hostility becomes directed at the customer, the damage
may be irreparable. Therefore, a thorough definition of his
role and its associated expectations is vital to the selling
effort.
In a similar vein Zaltman has observed that,

The salesman can significantly increase his
effectiveness if he knows what the prospects
expect of him in the role of salesman. Unless
he is aware of this, there will be less than a
full sharing of meaning. Customer perception
of the salesman's role will probably vary
according to the consumer group involved and
the product being sold. Salesmen also perceive
their own roles differently. This may vary
according to product line, or because of age,
experience or other factors closely related to
the salesmen as people.?

Zaltman also maintains,

It is quite unlikely, of course, that the respec-
tive role perceptions will ever coincide per-
fectly. It is impossible for each salesman to
be and do exactly what the customer wants.

24L. G. Wispe, "A Sociometric Analysis of Conflict-

ing Role Expectations," American Journal of Sociology, LXI,
No. 2 (September 1955), 134-137.

25Gerald Zaltman, Marketing: Contributions from the
Behavioral Sciences (New York: Harcourt, Brace and World,
Inc., 1965), p. 90.







26

However, if there is a large gap between cus-
tomer's expectations of a salesman's function
in selling a given product and what is consid-
ered appropriate behavior by the salesman's
firm, there will probably be customer dissatis-
faction and a loss of sales. Therefore, the
customer must be persuaded to adjust his
expectations_of the salesman if they prove
unrealistic.

In the industrial setting the expectations of the
buyer are partially conditioned by his reference group
identification. The immediate concern of this study is
focused upon the final expectations held by the customers
in the sample. However, these are merely the end products
of a process which involves many other people. 1In a study
done to determine the reference groups that influenced the
industrial buyer, Bourne found that there are at least five
sources of influence which can be identified. These are:

1. Other buyers
2. Company influentials
3. Company technicians
4. Customers
5. Community Pressures.27
Although it is outside the scope of this study, any investi-
gation which would seek to determine the origin of buyer
expectations might, of necessity, begin at the reference

261pia., p. 91.

27Francis S. Bourne, "Group Influence in Marketing
and Public Relations," in Some Applications of Behavioral

Research, ed. by Rensis Likert and Samuel Hayes Jr. (Paris,
France: UNESCO, 1961), pp. 221-222.
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group level. The network of inter-relationships between the
buyer and purchase influentials would have to be mapped and
some assessment of the relative degrees of influence attrib-
utable to each group would be necessary. Suffice it to say
that such an investigation would, at minimum, present many
difficult measurement problems.

As previously noted, one facet of this study seeks
to assess the importance of the inside salesman's self per-
ception as a determinant of sales effectiveness. 1In an

earlier study dealing with retail salesman it was noted that,

there were three factors associated with the
behavior of high sales producers (as measured
by sales volume and money earned) that distin-
guished them from low producers. These factors
were: a perceived downward mobility in job
alternatives, a higher level of aspiration, and
probably a higher level reference group. The
high producers, unlike the low, seemed to still
be moving toward their occupational goals (a
higher level of aspiration). Yet there was also
a feeling among the high sales producers that a
change to a more prestigeous occupation might
result in an immediate reduction in earnings
and style of life (downward mobility), which
among the high producers had been relatively
high. The relatively higher style of life was
in most cases, required by the standards of the
social group with which the high producers
associated or wished to associate. Thus, the
high producers typically had a higher level ref-
erence group than did the low producers, whose
reference groups were composed of persons who
were, at most, no higher than salesmen. 28

28Cecil L. French, "Correlates of Success in Retail
Selling," American Journal of Sociology, LVI, No. 2 (Septem-
ber 1960), 128-134 cited in zaltman, op. cit., p. 101.
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While this study by French did shed light on a previously
unexplored area, it differs from the study at hand in two
significant aspects:

1. 1its focus was on the retail salesman and

2. effectiveness was defined in a narrow sense, using

sales volume and earnings as the basic determinants.

The job of the industrial salesman, whether internal
or external, is significantly different from that of the

retail salesman. The rapport between the industrial sales-

man and his customer is the product of a long term, on-going
relationship. Customer service requirements generally tend
to be greater and any measure of effectiveness must reflect
this fact. It is for these reasons that this study of the
inside industrial salesman has been undertaken. In Chap-
ter III the basic research design and statistical analysis

is described.






CHAPTER III

RESEARCH DESIGN

Basic Design
In formulating the basic research design, primary
consideration was given to two goals:

1. to be able to examine intensively a sample of steel
service centers whose operations differed signifi-
cantly with respect to size, product line and
primary market area and

2. within each firm to draw response from all parties
directly relevant to the selling act in an attempt
to define the behavioral expectations each held of
the inside salesman.

Hence, fourteen firms were selected to participate in the
study and their cooperation was enlisted through the aid of
their national trade association. 1In each instance, a par-
ticipating service center was assured that all information
used in the study would be held in strict confidence and all
findings would be reported in such form as to preclude the
identification of any specific firm or individuals.
Respondents were of five types: (1) highly effec-

tive inside salesmen, (2) less effective inside salesmen,

29
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(3) sales managers, (4) outside salesmen and (5) customers.
Essentially, all were asked to f£ill out a short interview
form relating their expectations with regard to the behavior
of inside salesmen. Their responses were scaled on a fre-
quency of behavior continuum and given numerical weightings.
In each firm an attempt was made to draw responses from all
inside and outside salesmen. The sales manager interviewed
in each instance was the individual directly responsible

for the supervision of the internal sales force. In some
instances this individual was also responsible for the
management of the field sales force. Finally, as mentioned
earlier, twenty representative customers were drawn from the
past customer records of each firm. These accounts were
contacted by mail and requested to complete a form similar
to that given to all other respondents.

It is important to understand the rationale for
inclusion of each category of respondent in the total sample.
Each type provided a necessary perspective. Obviously, the
customer's views were a vital input. The extent to which
his expectations are met by the inside salesman must play
some part in the final purchase decision. Are there certain
aspects of an inside salesman's behavior which bear more
heavily than others in this decision? At a minimum, one
would expect those inside salesmen who are most fully able
to meet the customer's role expectations to be the most

successful. If this, indeed, is not the case then one must
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be forced to assume that the purchase decision rests pri-
marily on other factors such as price or outside sales
effort.

The outside salesman was included in the study
because it was felt that the customer, as well as management
perceives the field salesman and the inside salesman as com-
prising a selling team. To the extent that this is the case,
there is a need for the coordination of their selling effort.
It seems logical to assume that a customer's confidence in a
firm would be enhanced if he perceives that a commitment
made by the field salesman is fully understood and accepted
by the inside salesman. The greater the extent of agreement
between the inside and outside salesman relative to the
inside salesman's role, the smaller the chances for gaps of
responsibility to occur. By reducing the chance of such
gaps, the firm simultaneously reduces the possibility of
disappointing a customer in the handling of his order. 1In
the long run this may be assumed to contribute to the devel-
opment of patronage motives.

The inside sales manager, to a large extent, formally
prescribes the role of the inside salesman. By rewarding
certain forms of behavior and failing to reward other forms,
he is able to direct -the actions of the inside sales force.
To the extent that his expectations are consonant with those
of the customer, the field salesman and the self expectations
of the inside salesman, there should be minimal conflict of

objectives for the inside salesman. Ideally, this should
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promote more concentrated and well focused selling effort
by the inside salesman.

Finally, the inside salesman's job expectations,
both actual and ideal, are vital to a study of this nature.
They are important for two reasons. First, his perception
of his actual behavior when viewed in composite defines his
actual role. This can then be matched with the role expecta-
tions of his significant others. The study seeks to deter-
mine if the congruence of his actual role with the ideal
role expectations of others is linked to his effectiveness.
In simple terms, does it really matter, for example, if the
inside salesman exactly approximates what the customer says
he is looking for in an inside man? If there appears to be
no causal relationship between such a match and job effec-
tiveness, perhaps he should focus his efforts in other
facets of his job or redefine his behavior in accordance
with the role expectations of his manager if these expecta-
tions are different from those of the customer. It should
be noted that the circumstances just described may not be as
unrealistic as they may first appear. The customer's ideal-
ized expectations of the inside salesman's behavior may be
unrealistic in terms of human effort or prohibitive from a
cost standpoint. If this is the case, it is possible that
the inside salesman's actual behavior can never be suffi-
cient to affect positively the purchase decision. The
expectations of his manager may be more relevant because

they reflect both customer service and the related costs.
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Sample Selection Procedure

As previously noted, the selection of the sample
used in the study was made purposively. The underlying
rationale for this method of selection was to insure that
the respondent firms comprised as typical a group as pos-
sible with respect to size, type of market and breadth of
product line. To yield a pragmatic contribution for indus-
try members it was felt that the investigation should focus
on five basic typologies of firms, namely those shown in

Table III-1. This classification schema permits the manager

of a specific firm the opportunity to select the information
which applies to his specific operations. This permits one
to view the inside salesman's role in a cross sectional man-
ner to determine if the importance of the individual molar
factors are affected by product line, size of firm or type
of market served. Table III-1 shows the relative breakdown
of firm typologies used in the sample.

Major market areas in the steel service center indus-
try are primarily defined by large concentrations of fabri-
cating manufacturers. Examples of such concentrations are
the aircraft manufacturing facilities on the west coast and
the automobile manufacturing operations of the midwest.
There are basically five such areas in the United States.
Much of the demand for steel service center products in
these areas arises indirectly from the large manufacturers
through various specialty fabricators who supply component

parts under large volume contracts. As might be expected,
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Table III-1l. Company Typologies

Type of Breadth of No. of

Market Size of Product Firms In

Served Firm Line Sample
Typology I Minor Small General 4
Typology II Major Large General 5
Typology III Major Large Specialty 2
Typology IV Major Small General 1
Typology V Major Small Specialty 2

these areas are also heavily populated with competing steel
service centers whose primary task is to assure on time
delivery of the customer's specific steel needs. 1In these
areas it is quite common for a fabricator to deal simulta-
neously with several steel service centers. He may consider
one of these centers his primary source and use the others
on a fill-in basis. Many small centers in these areas con-
sider such fill-in orders a major part of their total
business.

As the term implies, minor market areas do not have
the total demand factor that one finds prevalent in the five
major industrial areas described above. Accordingly there
are usually fewer steel service centers in these areas com-
peting for the business. The demand that does exist in

these areas arises from varied sources. Typical accounts
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may include welding shops, small manufacturing plants and
independent building contractors. The typical steel service
center in this type finds its raison d'etre in its ability
to supply relatively small volume orders with on time
delivery. In these markets, more than in the major market
areas, the average customer would be unable to obtain his
steel needs directly from mills. Large minimum order quan-
tities would virtually preclude such action. Hence, the
service center performs a vital economic function. The
classification of the firms by size rested primarily on the
number of employees that were considered to be full time.
Small operations were those employing less than seventy five
people while the large centers were those falling in the one
hundred fifty or more bracket. This figure, of course, is
influenced by the degree of automation present in the spe-
cific operation. In general, however, the larger operations
were substantially larger than the minimum figure indicates
and were major forces in their respective market areas.
Another indicator of the relative size of operations
is square footage of warehouse space. The operations which
were classified as small generally had less than one hundred
twenty five thousand square feet of enclosed warehouse.
Large operations had over three hundred thousand square feet.
The large operations had a very heavy investment in special-

ized capital equipment as might be expected.
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The final classification parameter used in the
sample selection process was breadth of product line.
Operations were classed as either specialty or general line.
Specialty line service centers seek to find a niche in the
market and then cultivate a differential competitive advan-
tage in serving this market segment. They capitalize upon
technical expertise and selective purchasing to meet the
exact needs of their market. An example of this type of
operation might be a service center which only deals in
stainless steel. It is logical to assume that an inside
salesman in an operation of this type would necessarily
possess a great depth of product knowledge.

In contrast to the specialty service center, the
general line service center carries a broad line of steel
products and even, in some instances, some exotic metals and
plastics. This type of center attempts to serve the major
core of the market in an area. Its depth of stock and tech-
nical expertise is not as deep as the specialty house. How-
ever, this type of operation is the most prevalent in the

industry.

The Measurement Instrument
The measurement instrument had a threefold purpose:
1. to obtain data on the frequency of role related
activities performed by the inside salesman and/or
expected by customers, sales managers and field

salesmen,
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2. to obtain data from all inside salesmen regarding
the relative importance of all activities which
might be performed in their daily work,

3. to obtain certain other demographic and perceptual
data from all respondents which were to be subse-
quently used for classification purposes.

A steel service center aided in the compilation of a list of
inside selling activities. The list covered a whole spec-
trum of work related behavior and subdivided into the molar
factor areas of personality, technical competence, customer
service orientation, sales initiative and efficiency or self-
management. These items were then posited in neutral form
and structured so that respondents could indicate how often
an ideal inside salesman should perform the specific action.
The frequency scale included terms such as rarely, infre-
quently, sometimes, usually and always or almost always.
These terms were respectively weighted on a one to five
scale for data analysis purposes.

In addition to the responses designating how often
an ideal inside salesman should perform the thirty-five
activities, the inside salesmen were asked to look at their
actual behavior. 1In a separate section of the instrument
they were asked to cite the frequency with which they per-
formed a group of functions in their daily activities. The
functions were exactly the same as the activities related to

the ideal inside salesman. The sequence of the questions
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was somewhat scrambled so that the intent of this section
would not become too obvious. Weighting by frequency of
items in this section was identical to that used in the
section on the ideal salesman.

All inside salesmen were asked to rank the five
molar dimensions in relation to their inside selling job.

In this instance, a molar factor receiving a rating of one
was deemed to be most important and a factor receiving a
five was considered least important. Some respondents were
urged to force rank these items despite their feeling that
all factors should be termed most important and rated one.
The number of such instances was small.

The third category of questions included selected
demographic topics and some opinion questions of general
interest to the industry. Both inside and outside salesmen
were asked questions relating to their age, sales experience
and sources of training. Sales managers were asked ques-—
tions about their age, the number of men they supervised and
their sales experience. Customer questions in this category
dealt with their perceptions of their main steel supply
source, its inside-outside selling coordination, its image
relative to other suppliers and, finally, the personal bond
between themselves and the salesmen. At the suggestion of
the national trade association, all customers were also
asked to give their opinions on women performing the inside

selling function.
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As previously noted, all respondents were guaranteed
anonymity. However, customer responses were coded so that a
record of responses could be maintained. This was necessary
in the event that insufficient replies were forthcoming.
Fortunately, no follow-up action was needed to prompt cus-
tomer replies. Therefore, the identification of specific

customer responses proved to be superfluous.

Data Collection

Data collection was primarily done in the field by
the researcher. Letters of introduction were written to all
companies by the national association prior to company
visits. Companies interviewed were located throughout the
United States and in accordance with the parameters outlined
in Chapter I. 1In most firms it was possible to obtain full
interviews with sales managers and inside salesmen during
the initial visit. 1In a few instances this was not possible
and completed forms had to be mailed to the interviewer.
Indeed, this very often proved to be the case with field
salesmen who, as might be expected, were not in the service
center. Each of the fourteen centers supplied the names and
addresses of twenty typical customers. These customers were
then sent a letter on Michigan State University letterhead
asking for their cooperation in the research study (see
Exhibit A, Appendix C). 1In addition to the letter, each
customer was sent a pre-coded instrument and a pre-stamped

envelope.
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A composite summary of the actual interviews obtained
in the study may be found in Table III-2. As the data in
that table indicate, the number of actual interviews obtained
from the total interviews possible was very high in the
categories of sales managers, outside salesmen and inside
salesmen. The 40 percent of return for customers may be
explained on two counts. These were sought by mail and
presumably the respondents would have less of a stake in
the study.

Conversely, the high internal response rate was
prompted by an active interest on the part of firm managers.
Such a return rate was imperative due to the limited size of
the sample and the intensity of the research investigation
within each participating firm.

When the interview forms had been returned, the data
were numerically coded and punched on cards for statistical

analysis.

Data Analysis

Data analysis was done at three levels of company
aggregation. First, each of the participating firms was
treated as a separate entity. Second, analysis was done on
the typology level which called for the aggregation of data
from five basic categories of firms. These firms were
similar in several key dimensions. Third, the analysis
proceeded on a macro level. 1In this instance, all respon-

dents of the same general type were viewed in total. For
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Actual Response Record

Number of
Inside Men
Usable
Code # High Low Outside Mgr. Customers

o1 1 0 6 (12)2 1 9

02 3 18 9 (10) 1 12

03 4 2 (3) 8 1 8

04 @ 1 4 it g

05 <) 1 5 i 7.

06 i 3 5 1 6

07 8 18 36 1 5

08 4 8 16 (18) 1 10

09 1 1 5 1 8

10 4 2 7: (LT il 6

11 12 10 19 (22) 1 9

12 3 4 137 (15) 1 L3

13 3 2 9 (15) 1 3

14 _18 (20) _27 _45 (50) — 1 _1lo

Actual returns 72 80 187 14 113
Total possible 75 80 216 14 280P
% competition 97% 9% 87% 100% 40%

%parentheses indicate number of interviews possible.

bApprox imated.
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example, the responses of all highly effective inside sales-
men were combined and the mean response value was calculated.

At the firm level, the objective was to seek out any
meaningful information which might be of specific operational
use to each of the fourteen company participants. In many
instances, however, the number of respondents in each class
was so small that valid generalizations could not be made.
For example, in the extreme instance, one firm had only one
inside salesman in the entire company. Management cited
this individual as falling into the highly effective inside
salesman group. While there was no reason to doubt this
categorization of the individual, it remains doubtful
whether much statistical reliability could be predicated upon
his responses when considered alone.

Statistical analysis was more feasible when the
firms were aggregated into the five typologies mentioned
earlier. All firms in any typology were similar in size,
market environment and breadth of product line. By combin-
ing the data derived from similar respondent categories in
these similar firms, larger numbers of respondents could be
obtained for statistical analysis. 1In addition this second
analysis made it possible for non-participating firms to
receive material benefit from any conclusions derived in the
study. In other words, upon completion of the study, a
typical small steel service center which carries a special-

ized line in a major market could identify its "type" of
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operation in the study although it did not actually partic-
ipate. Therefore, this level of analysis was primarily
intended to aid the managers of widely varying operations
within the industry.

The final level of analysis was macro in nature. In
essence, it might be used as a proxy for an analysis at the
industry level. 1In the positive sense it can be argued that
such an aggregate analysis traces the general patterns of
response for the industry and by doing so it forms a mean-
ingful conceptual schema for all service center managers.
The effects of individual firm idiosyncracies are washed out
and, hence, the value of any derived generalization is
enhanced.

In the negative sense, any macro analysis such as
this which combines firms of highly differing character-
istics must be critically evaluated. This issue becomes
especially important when the relative proportions of the
various types of firms in the sample cannot be shown to be
typical of the universe from which the sample was drawn.
Indeed, this is the case at hand. While all participating
firms were chosen with specific selection criteria in mind,
the industry mix of operation types may or may not have
been exactly duplicated.

In summary, the three level statistical analysis
was prompted by a desire to provide specific feedback to
the participating firms and useful information to non-

participating firms in the industry but also to discover
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any trends common to all firms despite the specific charac-
teristics of their operations.

The primary statistical analysis used throughout
the study was significance of difference of means. This
analysis is used to determine if the numerical distance
between the means of two distributions can or cannot be due
to chance alone, given a certain predetermined level of
confidence.

In order to analyze the response data by the molar
dimensions of effectiveness, the thirty five items relating
to ideal and actual behavior of inside salesmen had to be
categorized. This was the case for Hypotheses I through
VIII. For a specific molar factor and a certain category
of respondents such as sales managers, the mean value of
all item responses related to that dimension was calculated.
Therefore, conditioned by the level of analysis, a number
was obtained which represented the numerical average total
value of answers given by respondents to the seven items in
the given molar dimension. This was done for all categories
of respondents and for all five molar dimensions.

The arithmetic means of highly effective, less
effective and all inside salesmen in each molar dimension
were compared with the means of other respondents such as
outside salesmen. The differences between the means of the
respective inside salesmen groups and the other respondent
groups were then tested for significance and the null

hypotheses were either accepted or rejected.
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Hypothesis IX was concerned with total role conflict
and its relation to job effectiveness. For this reason, the
statistical analysis here was not broken down by the molar
dimensions of effectiveness. Instead, for a given level of
analysis, the total mean was calculated for inside salesmen
on all thirty five items on the ideal behavior scale and the
process was repeated for all items on the actual behavior
scale. The differences between ideal behavior and actual
behavior means were tested for significance. This was done
for highly effective, less effective and all inside salesmen
to determine if, indeed, any role conflict-job effectiveness
relationships were evident.

The next area to be treated in the investigation was
the relative emphasis given by inside salesmen to the vari-
ous aspects of their jobs. As already noted, each inside
salesman had ranked the molar factors of effectiveness
according to his perception of their relative importance.
For each typology and the composite sample these rankings
were tabulated for the highly effective and less effective
groups. The objective was to develop profiles of both
categories of salesmen in terms of their approach to the
job. For instance, the study sought to determine if the
less effective men concentrated the bulk of their efforts
on the technical aspects of their jobs while their highly
effective counterparts viewed these aspects as low priority

relative to the other molar factors. Again, the typology
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level of analysis appeared to be the most relevant due to
the wide differences in the jobs of the men. However, the
composite analysis was performed to detect any characteris-
tics prevalent throughout the industry.

The tabulation of data yielded several matrices
which show the relative percentage rankings of each factor
by each respondent group. These percentages were then
analyzed to determine the modal response patterns. From
these, the modal profiles of both highly effective and less

effective inside salesmen were developed. These profiles

are discussed in Chapter V. That chapter is primarily
comparative in nature, focusing upon the major differences
in outlook between the two types of salesmen. In addition,
it may serve as an aid to the operating sales manager who

is directing the efforts of an inside selling group.






CHAPTER IV

INSIDE SALESMAN ROLE ANALYSIS

PRESENTATION OF FINDINGS

In this chapter our concern is with three questions:
First, who are the relevant role definers for the inside
salesmen? Second, what molar dimensions of effectiveness,
if any, correlate with the role definer's expectations?
Third, do either role definers or dimensions of effective-
ness vary in importance according to the situational demands
facing the firm?

With regard to the relevant role definers, we will
seek to determine whose role expectations have the greatest
bearing on the ultimate effectiveness of the inside salesmen.
Are some role definers more important than others? If so
under what conditions? If these significant others can be
identified, the inside salesman's activities can be more
precisely focused and, thus, his total impact in the market
can be increased.

Similarly, if certain molar dimensions of effective-
ness can be identified as more important than others, these
may be emphasized in the training and development of inside

salesmen. It seems entirely possible that the perceived
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relative importance of the five molar dimensions may vary
among the various categories of role definers. If so, the
analysis will focus on these differences in role perception
to determine their ultimate impact on the inside salesman.
The situational demands which may affect the rela-
tive importance of the role definers and/or molar dimensions
include the firm's size, its product line and its market
(e.g., major versus minor). If these elements do exert some
force, in what way? Information in this area should con-

tribute to a better understanding of the inside selling job.

overview of the Hypotheses

In Hypotheses I through V the analysis is concerned
with the expectations of customers. Customers were asked to
specify their expectations of an ideal inside salesman for
each of the molar dimensions. These expectations were com-
pared with the inside salesman's actual behavior to deter-
mine how well he matched the ideal criteria set by the
customer. The analysis then sought to determine if consen-
sus between customer expectations and actual performance was
significantly related to high or low effectivenss. The
analysis was done both on the industry and typology level.

The hypotheses were tested by assuming that if any
factor (s) was crucial to inside sales effectiveness, there
would:

1. be significant difference (s) between the customer's

idealized expectations of the inside salesman and
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the actual performance of the less effective inside
salesmen and, conversely,

2. insignificant differences would be noted between
the customer's idealized expectations of the inside
salesman and the actual performance of highly

effective inside salesmen.

Hypotheses VI and VII run somewhat parallel to the
investigative vein of the first five hypotheses. However,

they are focused on the other parties most immediately

involved with the selling act. 1In addition, the scope of
the inquiry is broadened to include the relevance of the
inside salesman's idealized expectations of his own role.
Hypothesis VI is concerned with relation of role
consensus between inside and outside salesmen and inside
sales effectiveness. Each of the five molar dimensions is
examined, both on the industry and typology level. The
extent of consensus between the inside and outside salesman
on an idealized level may be used as a proxy for the clarity
of the inside salesman's team role. The extent of consensus
between the inside salesman's actual role perception and the
outside salesman's idealized role perception merely
describes how well the inside man performs according to the
outside man's criteria. It may be that both men ideally
agree on the inside salesman's team role but for one reason
or another the inside man is not able to meet this mutual

expectation level. This inability may produce consequent
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strains on. the team relationship and, hence, weaken the
selling effectiveness of one or both parties. In this
study, however, we are concerned with this expectational
consensus only as it relates to the inside salesman's
effectiveness.

In Hypothesis VII the investigation focuses on the
role relationship between the inside salesman and the inside
sales manager. The testing of the hypothesis is operational-
ized in exactly the same manner as that of Hypothesis VI.

The only difference, of course, lies in the use of the

manager's idealized expectations rather than those of the
outside salesman as in the former hypothesis. The degree of
ideal role consensus between the manager and the inside
salesman indicates the extent to which there is a meeting of
the minds between the two parties regarding job content.

The extent of consensus between the manager's idealized role
expectations and the inside salesman's actual perception of
his daily role functions may indicate how well or poorly
management has been able to capture the essence of the
important determinants of inside selling effectiveness. For
example, if there is a significant difference between the
manager's ideal and the highly effective inside salesman's
actual role related activities, we might infer that the
manager 's expectations are not properly focused. The inside
salesman could be doing a good job in spite of his manager.
When several firms are aggregated for analysis the presump-

tion, as reflected in the hypothesis, is that role consensus
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between the sales manager and his inside men is related to
their job effectiveness. This relationship may be either
positive or negative.

Hypothesis VIII again examines the degree of role
consensus between the customer and the inside salesman. The
investigation seeks to determine if any relationship exists
between the ideal expectation consensus of the parties and
inside sales effectiveness. The analysis is basically the
same as that of Hypothesis VII. However, the comparison of

customer ideal expectations and actual inside salesman per-

formance was the specific area of inquiry in Hypotheses I
through Vv and, therefore, is not repeated.

Hypothesis IX deals with internal role conflicts of
the inside salesman and its relationship, if any, to job
effectiveness. Again, the analysis was done on the aggre-
gate or industry level and the typology level. The degree
of consensus between the inside salesman's ideal and actual
roles was measured and the inquiry then attempted to relate

this to relative levels of effectiveness.

Research Findings--The Industry

On the industry level all of the hypotheses were
tested and rejected. There were no significant differences
in role consensus between either the highly effective or
less effective group and those individuals assumed to be
their relevant role definers. This was the case whether the

analysis was confined to the ideal expectations of both
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parties or if the comparison was between the ideal role
expectations of the significant others and the actual per-
ceptions of the inside salesmen.

This lack of significant differences on the industry
or aggregate level may be due to many reasons. However, one
plausible argument is that the very heterogeneity of the
sample tended to contribute to the absence of any discernible
relationships between role consensus or congruity and effec-
tiveness. 1In other words, some significant differences
between the two categories of inside salesmen were buried in
the aggregate analysis and may, in fact, have netted each
other out. It was precisely for this reason that the typol-
ogy level analysis was undertaken. The remainder of this
chapter deals with the significant findings obtained from

that phase of the investigation.

Research Findings--Hypothesis I

Consensus between the customer's ideal role expecta-
tions and the salesman's actual behavior with regard to the
molar dimension of personality appeared, for the most part,
to be unrelated to effectiveness. There was, however, a
lone exception to this pattern. As Table IV-1 shows, for
the small firm operating in a major market and carrying a
general inventory line, there appears to be a highly signif-
icant relationship between the effectiveness of the inside
salesman and the extent to which he fulfills his customer's

expectations with respect to personality. It should be
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Table IV-1. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis I;
Molar Factor: Personality; Typology IV@

Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen .05
Less effective inside salesmen .01

aMajor market; small firm; and general product line.

noted that while there was a lack of role consensus between
the highly effective salesman and the customer, the differ-
ence was significant at the .05 level. The difference in
consensus between the customer and the less effective sales-
man was greater and significant at the .0l level.

When one considers the type of firm and market con-
text represented by Typology IV, it is relatively easy to
speculate why the inside salesman's personality may play a
vital role in his ultimate effectiveness. Perhaps, because
the firm is small there is a greater likelihood that he will
have recurrent contacts with individual customers than if he
worked for a larger firm. This continuing interaction may
well account for the development of some type of personal
bond between the inside man and the customer. Hence, the

salesman's personality may play an important role in the






54

transaction. The customer may seek out a specific inside
salesman rather than accepting whoever receives his incoming

phone call.

Research Findings--Hypothesis IT

Consensus between customer's expectations and the
inside salesman's perceived actual level of technical
competence appears to be related to effectiveness. The
research findings in this area are somewhat mixed.

Table IV-2 depicts a large firm in a major market. This
firm carries a specialized product line. Contrary to
expectations, there is a significant difference in the role
consensus between the customer and the highly effective
salesman. There is not a significant difference in role
consensus between the less effective salesman and the
customer. It is difficult to interpret such findings. 1In
light of the specialized nature of the firm's operations,
one might expect the customer to demand a high level of
technical competence and reward the inside salesman who most
closely approximates this ideal. The data do not support
this line of reasoning. Therefore, we can merely observe
that high role consensus with respect to technical compe-
tence is linked to low effectiveness for this particular

type of firm.






55

Table IV-2. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis II;
Molar Factor: Technical Competence; Typology III?

Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen .05
Less effective inside salesmen n.s.

aMajor market; large firm; and specialty product line.

Table IV-3 shows another linking of role consensus
and inside sales effectiveness. 1In this case, the findings
indicate that there is a significant difference between the
customer's ideal expectations in the realm of technical
competence and the less effective salesman's perception of
his actual performance. Conversely, there is not a signif-
icant difference in consensus between the customer and the
highly effective salesman. Therefore, the data suggest that
in this particular type of firm, the customer has very
definite technical competence expectations of the inside
salesman and these must be met if the buying-selling rela-
tionship is to be maintained. Similar findings were noted
in the case of Typology V firms to which we will now turn

our attention.
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Table IV-3. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis II;
Molar Factor: Technical Competence; Typology IV®

Comparison of Means Significance
All inside salesmen y n.s.
Highly effective inside salesmen Nz
Less effective inside salesmen .05

aMajcr market; small firm; and general product line.

Table IV-4 deals with a small firm in a major market.
This type of company concentrates in a narrow, specialized
product line. Again, we can note a lack of consensus
between customers and less effective inside salesmen with
regard to the molar dimension of technical competence. 1In
this case, however, the difference is significant at the .01
level. The highly effective salesmen do not differ signifi-
cantly in their perceived actual role from the customer's
idealized expectations.

These latter findings seem to be quite pertinent.
The small, specialty line firm operating in the shadow of
much larger firms, stakes its competitive existence on its
ability to define a certain niche in the market and service

this segment with a high level of expertise. Customers come
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Table IV-4. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis II;
Molar Factor: Technical Competence; Typology V@

Comparison of Means Significance
All inside salesmen .05
Highly effective inside salesmen n.s.
Less effective inside salesmen .01

aMajor market; small firm; and specialty product line.

to recognize that this firm and, in particular, its personnel
are better equipped to handle certain orders than are the
larger, general line operations. However, with such a repu-
tation the firm incurs an attendant obligation. The customer
may rightfully expect a higher level of technical competence
from the specialized firm and, hence, his idealized role
expectations of its personnel may be very demanding in this
molar dimension. In fact it is not difficult to visualize
the same customer dealing with multiple steel service centers
and having somewhat differing role expectations relative to
the technical competence of their inside and field salesmen.
The customer may, for instance, expect only an average level
of technical competence from the inside salesman of the large,
general line service center which is used for standard stock

requirements. This could account for the fact that in
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Typology II operations which are large, general line and
serve a major market, there appears to be a satisfactory
level of consensus in this dimension between customers and
both the highly effective and less effective salesmen. 1In
other words, the expectational level of Typology II custo-

mers may be easier to satisfy in this molar dimension.

Research Findings--Hypothesis III

Table IV-5 reflects the degree of consensus with

regard to customer service orientation between customers and

the inside salesmen of Typology IV. The data indicate a sig-
nificant difference between the customer's expectations and
the perceived actual role performance of highly effective
salesmen. The less effective group shows a higher level of
consensus with the customer's expectations. Although this
may at first appear quite unreasonable, there may be a
logical reason for such findings.

It seems logical to assume that, given a reasonably
competitive environment, most firms and their representa-
tives should maintain a high level of customer service
orientation. This is part of the total product-service
offering and lack of concern with customer service require-
ments may pave the way for competitive inroads. It is
doubtful if any of the respondents in this study would con-
sider a customer service orientation to be of minimal value
to the inside salesman. In addition, the customers inter-

viewed emphatically endorsed the necessity of an inside
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Table IV-5. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothe-
sis III; Molar Factor: Customer Service
Orientation; Typology IV2@

Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen .05
Less effective inside salesmen n.s.

aMajcr market; small firm; and general product line.

salesman's customer service orientation. It is not surpris-
ing that the customers felt so strongly on this matter. No
mention was made of any additional costs to them for high

levels of personalized service. Unfortunately, time and

cost constraints preclude the luxury of such high levels of
customer service. What we are really saying is that when a
customer is asked to specify an ideal level of customer ser-
vice orientation without reference to possible price impli-
cations, it would, indeed, be strange if he did not specify
some maximum level. In reality, there may be a whole range
of tolerable behavior which is acceptable to the customer in
this molar dimension. He may, in fact, be willing to sacri-
fice some personal service on the part of the inside sales-

man if, for example, the salesman displays an extremely high
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level of technical competence. This line of reasoning may
be pursued further by examining the data from another typol-
ogy regarding this molar dimension.

Table IV-6 shows that both highly effective and less
effective inside salesmen differ significantly in their
actual role perception from the customer's ideal expectation
regarding service orientation. Both differences are, in

fact, significant at the .01l level.

Table IV-6. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis
III; Molar Factor: Customer Service Orientation;
Typology V@

Comparison of Means Significance
All inside salesmen .05
Highly effective inside salesmen .01
Less effective inside salesmen £01

amajor market; small firm; and specialty product line.
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There are many ways in which one may interpret the
preceding data. It may be, for instance, that in Typology V
firms customer service orientation is not as critical a
dimension as are the other molar dimensions. Therefore, the
customers who deal with such firms are willing to severly
compromise their service expectations in order to gain other
advantages such as the depth of product line that is offered
to them.

Another plausible explanation may be offered in the
vein of our former pattern of reasoning. Customer service
orientation may well be as important a molar dimension in
Typology V firms as in any other firms. But, there may be
a range of disaccommodation which the customer is willing to
accept without any noticeable affect on his purchase behav-
ior. However, if he is asked to compromise his ideal
expectations beyond a certain point, he may, indeed mate-
rially reflect his displeasure in the form of decreased
orders. Table IV-6 may simply reflect the fact that the
less effective inside salesmen have passed beyond the
customers' tolerable range of compromise while the highly

effective group is still within this range.

Research Findings--Hypothesis IV

The findings shown in Table IV-7 relate to the molar
dimension of sales initiative. They indicate a highly sig-
nificant difference between customer expectations and the

less effective salesman's perception of his own actual
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Table IV-7. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis
IV; Molar Factor: Sales Initiative; Typology

va
Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen n.s.
Less effective inside salesmen 0L

aMajox: market; small firm; and general product line.

behavior. These findings pertain to Typology IV. It should
be noted that this does not mean that the less effective
group lacked sales initiative but, merely, that there was

a significant lack of consensus between them and their
customers regarding this molar dimension.

There may be reason to believe, in fact, that
customers' ideal expectations tend to favor a low level of
sales initiative on the part of the inside salesman. The
line between high sales initiative and "hard sell" is some-
times a blurry one. If this is the case, then the salesman
who exhibits a high level of sales initiative may not ful-
£fill his ideal role as perceived by the customer. This may
be the case when the customer views the field salesman as

the selling agent of the firm and the inside salesman as
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primarily a technical advisor or even a friend. Therefore,
we cannot infer by these findings that high effectiveness,
for instance, is linked to high levels of sales initiative.
The findings reflected in Table IV-8 for Typology V
are similar to those just discussed for Typology IV. 1In
this instance, both highly effective and less effective
inside salesmen differ significantly in perceived actual
role from the customer's ideal role. The level of signif-
icance in the case of the less effective group is much
higher than that of the highly effective group. One may
also note from this table that when the actual role percep-
tion of all inside salesmen was compared to the customer

ideal, the difference was significant at the .01 level.

Table IV-8. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis
IV; Molar Factor: Sales Initiative; Typology v@

Comparison of Means Significance
All inside salesmen .01
Highly effective inside salesmen .05
Less effective inside salesmen .01

aMajor market; small firm; and specialty product line.
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The level of significance for the highly effective group
was .05. Therefore, although there was not a high level
of role consensus between customers and the highly effective

group, it was high in a relative sense.

Research Findings--Hypothesis V

Table IV-9 pertains to the molar dimension of effi-
ciency or self management. As in the previous discussions,
the data reflect the significance of the divergence from

consensus between customers and inside salesmen. The data

relate specifically to Typology IV. Again one can note a
significant difference between the customer's ideal role
expectations and the perceived actual role of the less
effective inside salesmen. There is no significant differ-

ence when the same comparison is made between customers and

Table IV-9. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis V;
Molar Factor: Efficiency (Self Management);
Typology IV?@

Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen n.a.
Less effective inside salesmen .05

aMajor market; small firm; and general product line.
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highly effective inside salesmen. This may suggest that,

within Typology IV, consensus between customers and inside
salesmen on this factor is linked to effectiveness. This

conforms with the original hypothesis.

The data in Table IV-10 reveal quite different find-
ings. It appears that in small, specialized firms operating
in major markets, it is the highly effective salesmen who
differ significantly from customer's expectations regarding
efficiency. This may at first seem to be a paradox in light
of the previous findings. However, there may be an explana-
tion which is reasonable and yet does not contradict the
discussion related to Typology IV. It is possible that due
to the specialized product line carried by the firms in
Typology V, their customer's expectations in, for example,
the molar dimension of technical competence are very high.
In fact, the findings pertaining to Hypothesis II would lend
support to this assumption. If this is the case we might
find both the less effective and highly effective salesmen
meeting the customer's ideal expectations in two different
dimensions. The customer may be rewarding those salesmen of
demonstrated high technical competence to the relative dis-
advantage of the salesman who "runs a clean desk." Because
of time constraints on the inside man it may be very diffi-
cult to meet customer ideal expectations in both molar
dimensions and, consequently, the technically competent

individual may not excell in efficiency or self management.
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Table IV-10. Customer Idealized Role Perception and Inside
Salesman's Actual Role Perception; Hypothesis
V; Molar Factor: Efficiency (Self Management);

Typology V@
Comparison of Means Significance
All inside salesmen n.s.
Highly effective inside salesmen .05
Less effective inside salesmen N85

aMajor market; small firm; and specialty product line.

The whole question of the relative priority given to the
various molar dimensions by both the less effective and
highly effective salesmen is discussed in Chapter V.
suffice it to say, that the findings shown in Table IV-10
may reflect the priority schemes of both the customers and

inside salesmen.

Research Findings--Hypothesis VI

As indicated earlier the analysis of role consensus
between inside salesmen and their significant others was
done on two levels. In the first instance the ideal per-
ceptions of the role definers were computed with the actual
perception of the inside salesmen and then the ideal expec-

tations of both parties were compared. Hence, for this
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hypothesis, Tables IV-1ll through IV-14 represent the find-
ings of first method of analysis and Tables IV-15 through
IV-17 show the results of the latter method. 1In all cases
the inside salesman is being compared with the outside
salesman.

Table IV-1l relates to the small firm serving a
minor market with a general product line. The findings
indicate that in two molar dimensions, personality and sales
initiative, there was a significant difference between the

idealized expectations of the outside salesmen and the

actual role perceptions of the inside salesmen. There were
no molar factors which showed significant difference in
consensus between the outside salesmen and the highly effec-
tive inside salesmen.

These findings would seem to be quite logical. 1In
particular, the personality dimension of the inside sales-
man's activities might play a more important role in this
type of operation than in a larger firm operating in a major
market. In the small, minor market firm, it is very likely
that both the outside and inside salesmen are identified by
customers as specific personalities rather than impersonal
agents of a supplier. This may be good or bad. The more
personalized nature of the relationship may prove detrimen-
tal if, for instance, there is a direct personality clash
between the customer and salesman. Even personality clashes

between inside and outside salesmen are more discernible in
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Table IV-1l. Role Perception: Outside Salesman Ideal-
Inside Salesman Actual; Hypothesis VI;
Typology I2

Comparison of Means Significance

All inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) nZs

Highly effective inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative N8,
Efficiency (self management) n.s.
Less effective inside salesmen:
Personality n.se
Technical competence .05
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) n.s.

@Minor market; small firm; and general product line.
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the more closed environment. If, for instance, the outside
salesman's ideal expectations are quite different from the
actual personality characteristics displayed by the inside
man, the gap may well lead to friction between the two.
The outside man may feel that the personal rapport he has
developed with customers is effectively negated by his
internal counterpart. If the customer perceives friction
between the two members, sales effectiveness may be impaired.
The findings of IV-11l may be interpreted in another
way. If there is a significant consensus gap between the
outside men and certain inside men in any molar area, the
outside men may purposefully channel their customers away
from these specific inside salesmen. This may simply be
accomplished by telling the customer to always ask for cer-
tain people or even never to order anything through certain
others. This was, indeed, observed to be a common practice
in many of the firms contacted during the data collection
phase of the investigation. 1In one instance, an outside
salesman had informally teamed with an inside salesman who
was working on straight salary. Privately, the outside man
was compensating his inside "team mate" on a commission
basis. Although this relationship was the exception, many
inside and outside "teams" made joint calls on customers at
regular intervals. Therefore, the data of IV-1l may reflect
a conscious selection process by the outside salesmen and

nothing more.
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The data of Table IV-12 relate to large firms
serving major markets with a specialized product line. The
data show that highly effective inside salesmen within this
typology differ significantly in their actual technical
competence from the expectations of the outside salesmen.
This is the only molar factor which shows a significant
consensus gap between outside salesmen and either category
of inside salesmen.

One possible interpretation of these results may

rest on the relative standards of outside and highly effec-

tive inside salesmen. As in other instances, we might
assume that firms operating with a specialized product line
generate high customer expectations regarding the technical
competence of their inside salesmen. This assumption is in
accord with the findings related to Hypothesis II. The
outside salesmen of Typology III may have a low level of
idealized expectaions relative to the actual level of tech-
nical competence displayed by the highly effective inside
salesman and desired by the customer. As long as the inside
man is meeting the technical competence expectations of the
customer, it may be superfluous if he achieves consensus
with the outside salesman on this factor. Again it should
be reemphasized that the customer may view the outside man
as the selling agent and the inside man as a technical

problem solver.
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Table IV-12. Role Perception: Outside Salesman Ideal-
Inside Salesman Actual; Hypothesis VI;

Typology III®

Comparison of Means

Significance

All inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

n.s.
n.s.
n.s.
n.s.
n.s.

Highly effective inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

n.s.
.05

n.s.
n.s.
n.s.

Less effective inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

o= ly= ==}
woononn

aMajor market; large firm; and specialty product line.
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The data in Table IV-13 relate to firms included in
Typology IV. Viewed as a whole they show that highly effec-
tive inside salesmen display a higher degree of consensus
with the idealized expectations of the field salesmen than
do the less effective inside salesmen. This is true for all
molar dimensions with the exception of customer service
orientation. For that dimension both the highly effective
and less effective groups' actual role perception differ
significantly from the outside salesmen's expectations but
the significance of the difference is slightly higher in the
case of the highly effective salesmen. This, perhaps, is
the result of the highly effective salesmen's activities in
other molar areas of importance to the customer. The find-
ings do show a link between inside-outside salesman role
consensus and inside salesman effectiveness in this type of
firm.

Table IV-14 is concerned with small, specialized
firms operating in major markets. The positive relationship
between inside-outside salesmen's high role consensus and
inside sales effectiveness is basically the same as was
noted in the case of Typology IV, namely, a higher degree of
ideal role consensus between outside salesmen and the highly
effective group than between the outside salesmen and the
less effective group. 1In addition, there is one point that
should be noted. The molar factor of technical competence
again appears to be a major discriminating factor between

less effective and highly effective inside salesmen.
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Table IV-13. Role Perception:

Outside Salesman Ideal-

Inside Salesman Actual; Hypothesis VI;

Typology IV@

Comparison of Means

Significance

All inside salesmen:

Personality n.s.
Technical competence ¢ V81 - 1
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) N.8:
Highly effective inside salesmen:
Personality .05
Technical competence n.s.
Customer service orientation .05
Sales initaitive .05
Efficiency (self management) n.s.
less effective inside salesmen:
Personality .01
Technical competence .05
Customer service orientation .05
Sales initiative .01
Efficiency (self management) .05

aMajor market; small firm; and general product line.
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Table IV-14. Role Perception: Outside Salesman Ideal-
Inside Salesman Actual; Hypothesis VI;

Typology V@
Comparison of Means Significance
All inside salesmen:
Personality n.ss
Technical competence n.s.
Customer service orientation .05
Sales initiative .05
Efficiency (self management) N.8.
Highly effective inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation .05
Sales initiative .05
Efficiency (self management) n.s.
Less effective inside salesmen:
Personality n.s.
Technical competence .01
Customer service orientation .01
Sales initiative .01
Efficiency (self management) n.s.

aMajor market; small firm;

and specialty product line.
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The less effective group members do show a significant
difference between their actual role perceptions and the
idealized expectations of the field salesman. This finding
is contrary that shown in Table IV-12 for Typology III firms.
As noted, both firms deal in a specialized product line and,
hence, may require a higher degree of technical competence
on the part of their internal sales force. The seemingly
contradictory findings related to this molar dimension may
be due to extraneous factors particular to one or both
typologies.

When the ideal role expectations of both inside and
outside salesmen were compared for Typology I, the findings
again indicate that less effective and highly effective
inside salesmen view their jobs differently. As Table IV-15
shows, there was a significant lack of ideal consensus
between the less effective group and the outside salesmen
in two molar dimensions. Those areas were customer service
orientation and sales initiative. There were no significant
differences between the ideal role expectations of outside
salesmen and the highly effective group.

It is interesting to observe one similarity between
Table IV-15 and Table IV-1l. The latter table also dealt
with Typology I but was focused on the actual role percep-
tions of the inside salesmen rather than their ideal expec-
tations. 1In both instances there was a significant differ-

ence between the less effective group and the outside
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Table IV-15. Role Perception: Outside Salesman Ideal-
Inside Salgsman Ideal; Hypothesis VI;
Typology I

Comparison of Means Significance

All inside salesmen:

Personality N5 S
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.

Highly effective inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.

Less effective inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation .05
Sales initiative .05
Efficiency (self management) n.s.

®Minor market; small firm; and general product line.
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salesmen in the molar dimension of sales initiative. This
points to a potential area of friction between these two
groups. It may indicate that the less effective group is
not meeting the expectations of the field selling force for
reasons other than ability to perform. The less effective
inside group may simply view the area of sales initiative
as it pertains to them in a highly different light from that
of the field salesmen. This may simply indicate the need
for a more active dialogue between the two. Perhaps
remedial action by management may be appropriate if the
consensus gap is to be narrowed in this molar dimension.
Such action may be as fundamental as individual conferences
with the less effective performers regarding the role of
sales initiative in their daily activities.

The data in Table IV-16 related to Typology IV are
difficult to interpret. They show a significant difference
between the ideal role expectations of outside salesmen and
highly effective inside salesmen in the molar dimension of
sales initiative. 1In addition, there is a significant dif-
ference between the ideal role expectations of outside
salesmen and less effective inside salesmen in the molar
dimension of technical competence. In both instances there
had been similar significant differences present when com-
parisons were made between the outside salesman's ideal role
expectations and the actual role perceptions of these molar
areas by both inside sales groups. Those data are shown in

Table IV-13. Note in that table that although the highly
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Table IV-16. Role Perception: Outside Salesman Ideal-
Inside Salesman Ideal; Hypothesis VI;
Typology IV®

Comparison of Means Significance

All inside salesmen:

Personality n.s.
Technical competence n.ss
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) oW 18

Highly effective inside salesmen:

Personality N8y
Technical competence n.s.
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) n.s.

Less effective inside salesmen:

Personality n.s.
Technical competence 5105
Customer service orientation n.s.
Sales initiative oM~
Efficiency (self management) n.s.

aMajor market; small firm; and general product line.
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effective group evidenced a significant consensus gap
between itself and the outside salesmen in the area of
sales initiative, the same gap for the less effective group
was even larger.

As Table IV-16 shows the less effective group, on
an ideal level, reached a higher degree of consensus with
the outside salesmen regarding sales initiative. The highly
effective group displayed almost the same consensus gap on
the ideal level as on the actual level. Consensus on this
factor did not seem to account for sales effectiveness or,
perhaps, was being over balanced by another molar factor.
This latter explanation appears plausible in light of the
data. The less effective group showed a significant consen-
sus gap, both actually and ideally in the area of technical
competence while the highly effective group did not. This
appears to lend credence to the assumption that, within this
typology, role consensus is imperative between inside and
outside men regarding technical competence.

Table IV-17 presents an interesting example of the
contrast that sometimes is evident between an individual's
self perceived role behavior and his idealized expectations
of his own role. Specifically, in the case of the less
effective inside salesmen, Table IV-17 shows that on an
idealized level there is a relatively high degree of role

consensus between this group and the outside salesmen.
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Table IV-17. Role Perception:

Outside Salesman Ideal-

Inside Salesman Ideal; Hypothesis VI;

Typology V@
Comparison of Means Significance
All inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.
Highly effective inside salesmen:
Personality n.s.
Technical competence .05
Customer service orientation .05
Sales initiative .05
Efficiency (self management) nssk:
Less effective inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation .05
Sales initiative n.s.
Efficiency (self management) n.s.

aMajmc market; small firm; and specialty product

line.
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It is, indeed, a much higher degree of ideal consensus than
exists between the highly effective group and the outside
salesmen.

However, if one refers to Table IV-14 which deals
with the same typology and the same respondents, a much
different picture comes into focus. That table relates the
outside salesmen's ideal expectations to the inside sales-
men's perception of their own actual behavior. It shows
that there is a great gap between the less effective sales-
men's performance and the outside salesmen's expectations of
them. It is greater than the gap between the highly effec-
tive group and the outside salesmen.

What should be noted is that the less effective
group, by and large, know what is expected of them as inside
salesmen. For some reason, they cannot or will not perform
to those expectations. This may indicate the need for
further training to sharpen skills or the development of
better incentive systems to increase personal motivation.

If either alternative holds the key, such remedial action by
management may produce gratifying results. In an economic
vein, one might expect an increase in the general level of
inside sales effectiveness leading to increased profits.

I1f, in addition, the less effective group can be trained to
approximate more closely their idealized role, any sense of

personal frustration created by the gap should be diminished.
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Research Findings--Hypothesis VII

As previously noted the analysis of role consensus
between the sales managers and inside salesmen was performed
in two ways. First, the manager's ideal expectations were
compared with the actual perceptions of the inside men.
Tables IV-18 through IV-21 are pertinent to that analysis.
Ideal role consensus between the managers and the inside men
are dealt with in Tables IV-22 through IV-24.

Table IV-18 relates to small, general line firms in
minor markets. It shows that both less effective and highly
effective inside salesmen's actual perception significantly
differs from the ideal expectations of their managers regard-
ing sales initiative. This finding is not difficult to
understand. It may result from two basic underlying causes.
First, a primary responsibility of any sales manager is to
motivate his men to try harder. This is often equated to
showing more aggressiveness and sales initiative. Therefore,
it is not strange to note the consensus gap in this molar
area.

Secondly, the majority of all sales managers inter-
viewed had either been successful inside or outside salesmen
or both. 1In conversations with these men it was evident that
they felt that a very major part of their success was attrib-
utable to the sales initiative they had shown. They were,
in turn, imputing these values to their ideal inside sales-
men. Perhaps, both the less effective and highly effective

groups were not as strongly convinced that sales initiative
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Table IV-18. Role Perception: Manager Ideal-Inside
Salesman Actual; Hypothesis VII; Typology I2

Comparison of Means Significance

All inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.

Highly effective inside salesmen:

Personality NSt
Technical competence n.s.
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) s

Less effective inside salesmen:

Personality n.s.
Technical competence .05
Customer service orientation n.g.
Sales initiative .05
Efficiency (self management) NS

®Minor market; small firm; and general product line.
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was quite that vital. Parenthetically it seems appropriate
to note also, that it is often easier to prescribe the

correct action than it is to achieve it. This is especially
true in the face of conflicting demands for time and energy.

Another interesting finding can be noted in Table
IV-18. There is a significant difference between the less
effective group's actual role perception and the sales
managers' ideal expectations in the molar dimension of
technical competence. There is not a similar difference
to be noted when comparing the highly effective group with
the sales managers.

This finding is not uncommon when viewed in light of
our earlier analyses which dealt with consensus between in-
side salesmen, outside salesmen and customers. Lack of
consensus between the less effective salesmen and their
significant others in this molar dimension is a recurrent
theme.

In view of this last observation, the data shown in
Table IV-19 appear to be partially contradictory. Specifi-
cally, in that table both the less effective and highly
effective inside salesmen display similar consensus gaps
from the managers' ideal expectations in the molar dimen-
sions of personality and efficiency or self management. The
highly effective group, however, shows a significant differ-
ence between their actual role perceptions and the manager's
ideal role expectations in the molar dimension of technical

competence. There is no similar difference to be noted when






85

Table IV-19. Role Perception: Manager Ideal-Inside
Salesman Actual; Hypothesis VII; Typology III?

Comparison of Means

Significance

All inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

.01

n.s.
n.s.
n.s.

.05

Highly effective inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

.01
.05
n.s.
n.s

.05

Less effective inside salesmen:
Personality
Technical competence
Customer service orientation
Sales initiative
Efficiency (self management)

.01

n.s.
n.s.
n.s.

.05

aMajor market; large firm; and specialty product

line.
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the same comparison is made between the less effective
inside salesmen and the managers. These findings do not
agree with many of our previous observations. All that can
be inferred from our data, however, is that there is or is
not a significant difference in consensus between the two
groups in this dimension. It is possible but, perhaps,
unlikely that within this typology the highly effective
group displays a much higher level of technical competence
than their managers ideally expect of them. Further, if
this is the case, their high effectiveness may reflect the
material approval of the customer. Hence, one cannot infer
that a group is failing to meet the high level of another
group's expectations from the data.

Relating these findings to our basic hypothesis
regarding role consensus and effectiveness, however, one
would note that there appears to be an inverse relationship
between role consensus and effectiveness present here.

In Table IV-20, technical competence is again seen
to be an area of significant difference between less effec-
tive inside salesmen and managers. No similar difference is
shown when the same comparison is made between the highly
effective group and managers. In fact, this is the only
molar dimension in which any significant difference was seen.
It is interesting to also note the possible importance of
consensus in this molar dimension, even within this type of
steel service center. Earlier discussions have rested on

the assumption that specialized product lines generate






87

Table IV-20. Role Perception: Manager Ideal-Inside &
Salesman Actual; Hypothesis VII; Typology IV

Comparison of Means Significance
All inside salesmen
Personality n.s.
Technical competence n.ss
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n:s.
Highly effective inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s
Efficiency (self management) n.s.
Less effective inside salesmen:
Personality n.s.
Technical competence .05
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s:

aMajor market, small firm,

and general product line.
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relatively strong pressures for consensus between inside
salesmen and others in this area. Yet even though this
typology is characterized by a general product line, the
molar factor of technical competence still appears to be
an important area of consensus between inside salesmen and
managers. Again, the table does not indicate whether the
less effective group is significantly under performing or
over performing in this dimension relative to the ideal role
expectations of management. The findings do, however, tend
to support the hypothesis that role consensus between inside
salesmen and their managers is linked to sales effectiveness.
The data of Table IV-21 show significant differences
between manager's ideal role expectations and the actual
perceptions of both inside sales groups for all molar dimen-
sions. Most of the differences in consensus are significant
at the .01 level. It is difficult to interpret such find-
ings. There is a higher degree of role consensus between
the highly effective group and the managers than between the
less effective group and the managers. This agrees with
many of the earlier findings. However, the substantial
consensus gaps between the managers and both inside sales
groups may indicate the need for a dialogue between the
three parties. It may very well be that these managers are
out of touch with the true nature of the inside selling
activity and, hence, their expectations are not realisti-

cally founded. On the other hand, these findings may simply
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Table IV-21. Role Perception: Manager Ideal-Inside

Salesman Actual; Hypothesis VII; Typology v

Comparison of Means

Significance

All inside salesmen:

Personality .05
Technical competence .0l
Customer service orientation .01
Sales initiative .05
Efficiency (self management) .01
Highly effective inside salesmen:
Personality .05
Technical competence .05
Customer service orientation <01
Sales initiative .05
Efficiency (self management) lon
Less effective inside salesmen:
Personality 4105
Technical competence .01
Customer service orientation .01
Sales initiative .01
Efficiency (self management) .01

aMajc)r market; small firm; and specialty product line.
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indicate a lack of proper training of inside salesmen in
general. Those in the highly effective group who are
approximating the manager's expectations in a relative
sense, may be doing so intuitively despite the lack of
specific guidance. If this is the case then more clearly
defined job descriptions and more intensive managerial
guidance of all the inside salesmen may be in order. The
findings indicate the need for further investigation. There
is a basic misalignment of expectations and performance
that, at minimum, may have a detrimental effect on motiva-
tion and morale of the inside sales force.

Table IV-22 reflects the ideal role expectations of
the inside salesmen and managers of Typology I; small, gen-
eral line firms in minor markets. This comparison, unlike
those which focus on actual performance of the inside sales-
men, focuses on the job at the conceptual level. Therefore,
any significant differences in consensus between the man-
agers and their men are primarily the result of inadequate
role definition by management or conscious disagreement of
the inside salesmen with the recognized role expectations
of management. In either case, ideal role consensus is not
dependent upon the skill level of the inside salesman in any
molar dimension.

There is a significant difference between ideal role
expectations of the managers and the less effective inside
salesmen of Typology I. These differences can be noted in

the molar dimensions of technical competence, customer
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Table IV-22. Role Perception: Manager Ideal-Inside
Salesman Ideal; Hypothesis VII; Typology 2 il

Comparison of Means

Significance

All inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) n.s.
Highly effective inside salesmen:
Personality n.s.
Technical competence N8l
Customer service orientation n.s.
Sales initiative .05
Efficiency (self management) n.s.
Less effective inside salesmen:
Personality o V31 - 1
Technical competence .05
Customer service orientation .05
Sales initiative .0l
Efficiency (self management) .05

®Minor market; small firm; and general product line.
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service orientation, sales initiative and efficiency. The
only significant difference noted when the same comparison
was made between managers and the highly effective group,
was in the molar area of sales initiative. Even in that
instance, the level of significance for the highly effective
group was .05 while the level of significance for the less
effective group was .0l.

These findings indicate a link between inside sales
effectiveness and the extent to which inside salesmen and
their managers agree on job content. Again, a consensus gap
in the area of ideal role expectations may very well indi-
cate the need for remedial action by management. This
action may take such simple form as informal dialogues
between the managers and the less effective salesmen to pin-
point and clarify the molar areas of misunderstanding or
disagreement between the parties. The amount of time and
effort necessary to accomplish this task may, indeed, be
minimal and the payback great.

The data in Table IV-23, like those of some earlier
tables, are not easily interpreted. At first glance, it
would appear that the key element is the significant differ-
ences between the ideal role expectations of managers and
less effective inside salesmen regarding customer service
orientation. This would, indeed, seem logical because that
is the only molar area of significant difference unique to
the less effective inside salesmen of this typology. A

possible explanation might be that the less effective group,
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Table IV-23. Role Perception: Manager Ideal-Inside
Salesman Ideal; Hypothesis VII; Typology g

Comparison of Means Significance
All inside salesmen:
Personality .01
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) .05
Highly effective inside salesmen:
Personality .01
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) 205
Less effective inside salesmen:
Personality .01
Technical competence n.s.
Customer service orientation .05
Sales initiative n.s.
Efficiency (self management) .05

aMajor market; large firm; and specialty product line.
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ignorant or indifferent to their customer service respon-
sibilities, actually fails to perform up to the level of
the highly effective group in this respect. This failure
contributes to their low effectiveness.

However, the data of IV-19 do not support this line
of reasoning. They show, in essence, that although there is
a consensus gap between the manager and the less effective
group in an ideal sense, the gap becomes insignificant for

this molar dimension when the manager's ideal is compared

with the actual performance of the less effective salesmen.
Simply stated, the less effective man doesn't see his ideal
role in the same light as his manager but he performs it
that way.

Perhaps, the most useful analysis of Table IV-23
would focus on the total level of consensus between the
manager and either group of inside salesmen. There may not
be a key molar dimension which separates the less effective
salesmen from the highly effective salesmen. The crucial,
differentiating factor in this case may be the general level
of agreement or lack of agreement between inside salesmen
and their managers. In other words, do these parties gen-
erally see eye to eye on what the inside selling job should
be, while not focusing on its separate elements? Perhaps,
in this case, the agreement itself is the vital factor.

Table IV-24 shows that there is more ideal total
role consensus between managers and less effective inside

salesmen than between managers and highly effective inside
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Table IV-24. Role Perception: Manager Ideal-Inside 5
Salesman Ideal; Hypothesis VII; Typology V

Comparison of Means

Significance

All inside salesmen:

Personality .05
Technical competence .05
Customer service orientation .01
Sales initiative n.s.
Efficiency (self management) <Ol
Highly effective inside salesmen:
Personality .05
Technical competence .01
Customer service orientation .01
Sales initiative .05
Efficiency (self management) .01
Less effective inside salesmen:
Personality .05
Technical competence .01
Customer service orientation .01
Sales initiative n.s.
Efficiency (self management) .01

aMajor market; small firm; and specialty product line.






96

salesmen. However, the ideal perceptions of both inside
sales groups and their managers differ significantly. The
findings do show that there is a significant consensus gap
between highly effective salesmen and managers in the molar
area of sales initiative while no similar gap exists between
the less effective group and the managers. These data may
show the influence of factors not considered by the scope
of the investigation or there may be a link between the
specialized nature of the firm and the role of sales ini-
tiative in the inside salesman's job.

For example, it was suggested earlier that the
inside salesman may be looked upon by the customer as a
source of technical advice. The more specialized the firm
becomes, the greater may be its need for the technically
competent inside salesman. Correspondingly, the amount of
actual time spent in activities related to the molar area of
sales initiative may decline as the firm becomes more spe-
cialized and this may, in fact, be exactly what the customer
wants. The customer may try to avoid dealing with those
salesmen of demonstrated high sales initiative. Unfortu-
nately, customers and sales managers do not always see the
issue in the same light. As noted earlier, there are good
reasons to presume that sales managers, in general, tend to
place heavy emphasis on sales initiative as an effectiveness
factor. Therefore, there may well be a consensus gap

between them and their highly effective men under these
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conditions. The findings of Table IV-24 may, indeed, very

accurately portray this situation.

Re search Findings--Hypothesis VIITI

The decision to buy or not to buy from a particular
inside salesman ultimately rests with the customer. 1In a
very direct sense, therefore, it is the customer who largely
determines those salesmen who are highly effective and those
who are not. Granted, in many steel service centers the
customer does not choose who takes his order but he does
retain the purchase veto power if the inside salesman's
per £ ormance is unsatisfactory to him. For this reason,
Hypothesis I through V specifically focused on this crucial
relat ionship. The salesmen's actual behavior as they, them-
selve s, perceived it was compared with the customer's role
eXpectations of them to see if consensus between them could
be ©mpirically related to effectiveness. The findings
large 1y showed that such a relationship did exist but that
the TYelative importance of the various molar dimensions
Yarieq according to the nature of the firm and its immediate
€AV ixronment.
Tables IV-25 through IV-28 deal with the ideal role
coh%énsus between the customer and the inside salesman. In
Other words, is the mere sharing of expectations related to

th, = g
s inside salesman's effectiveness or must he actually ful-

£i
1 the customer's expectations?
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Table IV-25. Role Perception: Customer Ideal-Inside

Salesman Ideal; Hypothesis VIII; Typology b o

Comparison of Means

Significance

All inside salesmen:

Personality n.s.
Technical competence n.8s
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) nsss
Highly effective inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.
Less effective inside salesmen:
Personality n.s.
Technical competence n.s.
Customer service orientation +05
Sales initiative .05
Efficiency (self management) nsss

®Minor market; small firm; and general product line.
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The data of Table IV-25 indicate that ideal role
consensus alone between the customer and the inside salesman
may be linked to sales effectiveness in this type of firm.
There is a significant difference between the ideal role
expectations of customers and less effective salesmen in
the molar areas of customer service orientation and sales
initiative. There is no significant difference between cus-
tomers and highly effective inside salesmen when the same
comparison is made. What is more interesting, however, is
the fact that when the customer's ideal role expectations
were compared with actual behavior as perceived by the
salesmen, there was no significant consensus differences
between customers and either the highly effective or less
effective groups. In other words, it did not appear to be
imperative for the highly effective inside salesman to
actually perform better than his less effective counterpart.
It was important, however, that he and the customer shared
the same ideal expectations of his role behavior. Again,
this could simply suggest that highly effective salesmen may
tend to think like their customers over a wide spectrum of
topics, including business role expectations.

The interpretation of Table IV-26 is somewhat more
Complex than that of Table IV-25. 1In IV-25, there was a
Significant difference between customers and less effective
inside salesmen on an ideal level. However, as noted, the
difference was not evident when actual behavior was compared

to customer expectations. Table IV-26 also shows a
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Table IV-26. Role Perception: Customer Ideal-Inside -
Salesman Ideal; Hypothesis VIII; Typology IV

Comparison of Means Significance

All inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative NS
Efficiency (self management) n.s.

Highly effective inside salesmen:

Personality n.s.
Technical competence n.s.
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s.

Less effective inside salesmen:

Personality n.s.
Technical competence .05
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) =05,

aMajor market; small firm; and general product line.
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significant difference between customers and less effective
inside salesmen on the ideal level. This occurs in two of
the molar dimensions. However, Tables IV-3 and IV-9 indi-
cate that the actual behavior of the less effective group
failed to live up to the ideal role expectations of the
customers. Hence, no inference can be made regarding a link
between ideal role consensus and effectiveness in this in-
stance. The data may simply reflect the fact that the
customer doesn't like the way the less effective salesman
performs his job. The fact that the two parties do not
agree conceptually may lie at the heart of the matter,
however.

The data pertaining to the ideal role expectations
of inside salesmen and customers of Typology V are shown in
Table IV-27. There are significant differences between the
customers and the highly effective group in three molar
dimensions. This compares to only one area of significant
difference between the customers and the less effective
group. Again, the inference of any link between ideal role
consensus and effectiveness may be unwarranted. Tables IV-6
and IV-8 show that three of the four significant differences
in ideal role expectations also exist when actual behavior
is compared with the customer's ideal expectations. 1In
other words, ideal role consensus and/or the actual fulfill-
ment of customer role expectations may be linked to selling

effectiveness. The findings of Tables IV-6 and IV-8 do






102

Table IV-27. Role Perception: Customer Ideal-Inside o
Salesman Ideal; Hypothesis VIII; Typology V

Comparison of Means

Significance

All inside salesmen:

Personality n.s.
Technical competence n.s
Customer service orientation n.s.
Sales initiative n.s.
Efficiency (self management) n.s
Highly effective inside salesmen:
Personality n.s:
Technical competence /05
Customer service orientation .05
Sales initiative .05
Efficiency (self management) NSl
Less effective inside salesmen:
Personality n.s.
Technical competence NieSs
Customer service orientation .05
Sales initiative n.s.
Efficiency (self management) n.s.

aMajor market; small firm; and specialty product line.
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suggest that in this instance the actual fulfillment of
customer expectations may dominate ideal role consensus in

importance.

Research Findings--Hypothesis IX

This hypothesis dealt with role conflict of the
inside salesmen and its relation, if any, to their effective-
ness. Role conflict was determined by calculating the mean
difference scores between the perceived actual and ideal
roles of the inside salesmen. The analysis compared the
mean scores of the highly effective and less effective
groups for significant differences. Also, each of the two
groups was compared with the total inside salesmen either in
aggregate or within the typology depending on the level of
analysis.

As in earlier analyses, there were no significant
differences noted on the aggregate or industry level. How-
ever, when the investigation focused on the various typol-
ogies, there were very definite differences observable
between the highly effective and less effective groups. 1In
almost all instances, the less effective group showed a
higher degree of role conflict as evidenced by a higher mean
score than did the highly effective group. 1In addition, as
Table IV-28 indicates, in all but one instance the comparison

of means yielded significant differences.
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Table IV-28. Comparisons of Role Congruency Means Between
Inside Salesmen; Hypothesis IX

Significance
of
Difference

Typology I
Highly effective vs less effective salesmen .00l
Highly effective vs all salesmen .001
Less effective vs all salesmen .001
Typology II
Highly effective vs less effective salesmen .05
Highly effective vs all salesmen n.s.
Less effective vs all salesmen .05
Typology III
Highly effective vs less effective salesmen .001
Highly effective vs all salesmen .001
Less effective vs all salesmen .001
Typology IV
Highly effective vs less effective salesmen .001
Highly effective vs all salesmen .001
Less effective vs all salesmen .01
Typology V
Highly effective vs less effective salesmen .001
Highly effective vs all salesmen .001
Less effective vs all salesmen .00l
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There does, indeed, appear to be a relationship
between role conflict and inside selling effectiveness.
The inside salesman who is best able to meet his own ideal
expectations of his role behavior is more effective than his
counterpart who fails to reach his ideal goals. Perhaps,
role conflict leads to personal anxiety and frustration.
This, in turn, may lead to low effectiveness on the job.
These findings clearly show the need for careful selection
of men qualified to perform the inside selling job and,
perhaps, managerial guidance of present inside salesmen

toward realistic ideal role expectations.

Research Findings--Individual Firms

Appendix A contains a summary, by firms, of all the
significant differences in consensus between the various
respondent groups. This has been included in gratitude for
the valuable contribution these firms made to this study.
While analysis on the typology level was judged to be mean-
ingful for the research, it is hoped that the inclusion of
this data may prove to be of material value to the partic-

ipating steel service centers.

Summary of Role Analysis Findings

This chapter sought to determine the relative impor-
tance of the various role definers engaged in daily interac-
tion with the inside salesman. The various hypotheses were
tested on the industry and typology levels with differing

results.
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On the industry or aggregate level, Hypotheses I-VIII
were all rejected. In other words, when aggregated there
were no significant differences in role consensus between
either highly effective or less effective inside salesmen
and their respective role definers. This proved to be the
case whether the analysis focused on the ideal role consensus
between the inside salesmen and their significant others or
if consensus was measured in terms of the salesmen's actual
fulfillment of the ideal expectations held by others.

When the analysis was performed at the typology
level, several interesting findings were noted. These are
summar ized below.

1. The data suggest that the relative importance of
each of the five molar dimensions is influenced by
the breadth of the product line handled by the ser-
vice center. Specifically, the technical competence
of inside salesmen becomes increasingly important as
the firm specializes its product line.

2. The inside salesman's ability to meet the ideal role
expectations of his customers is related to his
effectiveness. This appears to be very important
with regard to technical competence and to a lesser
extent with personality, customer service orientation
and sales initiative. Efficiency or self management

does not appear to be too important in this respect.
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There is some reason to believe that ideal role
consensus between the inside salesman and customer

is related to effectiveness. The inside man who

sees his job ideally the same way as his customer,
may be effective even if his actual performance is
somewhat different from the ideal. This was seen to
be true in the case of small, general line firms
serving minor markets.

Close consensus between the inside salesman's actual
performance and the ideal expectations of the outside
salesman appears to be positively related to inside
sales effectiveness in all the small firms studied.
This was true despite differing market environments
and types of product line. There was no such rela-
tionship noted in the case of the large firms studied.
Close consensus between the inside salesman's actual
performance and the ideal expectations of the sales
manager is related to inside sales effectiveness,
particularly in the case of small, general line

firms operating in either major or minor markets.

In the case of small, general line service centers
serving minor markets, ideal role consensus between
managers and inside salesmen is related to effective-
ness. Specifically, highly effective salesmen are in
much greater agreement with the managers over what an
ideal inside salesman should do than are the less

effective salesmen.
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Although Hypothesis IX was also rejected on the
aggregate level, there were some interesting findings on
the typology level. Specifically, less effective inside
salesmen displayed more role conflict than did highly
effective inside salesmen. Further, the differences in
the mean levels of role conflict between the two groups
was significant.

The theoretical and pragmatic implications of these

role analysis findings will be discussed in Chapter VI.






CHAPTER V

INSIDE SALESMEN--EFFECTIVENESS PROFILES

The purpose of this chapter is to report on how
inside salesmen view their jobs. Specifically, do men rated
high in effectiveness perceive their jobs differently than
those rated low in effectiveness? Are there differences in
how the job is interpreted which are associated with the
various typologies of reporting firms? To answer these
questions modal profiles of each respondent category were
developed and are reported below.

These profiles are considered to be important for
several reasons.

First, the modal profile for the entire respondent
group may provide clues for differentiating high and low
performing inside salesmen and, hence, provide a basis for
remedial steps in the case of the latter group.

Second, the modal profiles by typology, though less
stable than that compiled for the total group, may point
up differences in job interpretation that are a function
of differing markets, sizes of firms and widths of lines.
Here, as in the total, the contrast between high and low

performers is considered critical for identifying factors

109
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of significance to management for attention in training and
supervision.

Third, the typology profiles provide industry mem-
bers suggestive profiles for interpreting attitudes of their
own men. Granted, they must be used with discretion, allow-
ing for individual differences in personalities and techni-
cal capabilities. But they do provide an empirically based

starting point.

Industry Profiles

The industry modal profiles were derived from the
composite responses of all inside salesmen who participated
in the study. As in the typology level modal profile
analysis, the respondents were classified as either less
effective or highly effective salesmen by their respective
managers. The thirteen firms represented by these salesmen
varied significantly in size, breadth of product line and
type of market served. There were one hundred fifty two
inside salesmen. Eighty of these individuals were deemed
less effective and seventy two were in the highly effective
category. Tables V-1 and V-2 show the priority rankings of

the molar factors by each of the two groups.

Less Effective Inside Salesmen

The modal less effective salesman on the aggregate
or industry level ranked customer service orientation as the
highest priority of the five molar dimensions of effective-

ness. Second in his priority ranking was efficiency (self
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management). Technical competence and sales initiative
shared the third priority ranking. Personality was given

a fourth level priority ranking by the respondents in this
group. Interestingly, while 22.5 percent of this less
effective group had ranked technical competence as third
priority, thus accounting for the bi-modal pattern at that
level, a greater number of these respondents (25.0%) ranked
this factor least important. 1In other words, a representa-
tive modal ranking from high priority to low would be: (1)
customer service orientation, (2) efficiency, (3) sales

initiative, (4) personality and (5) technical competence.

Highly Effective Inside Salesmen

The modal responses of the highly effective group
also indicated first priority ranking of customer service
orientation. There was a bi-modal second priority ranking
of technical competence and efficiency. Personality was
ranked third most often by the group. Sales initiative was
relegated to only fourth level importance by this composite
of highly effective inside salesmen. Perhaps, this is an
indication of the differing nature of the inside salesman's
job as opposed to that of his external counterpart. 1In the
latter case, the sales initiative factor is usually deemed
to be a paramount determinant of ultimate effectiveness. It
may be, however, that the inside salesman-customer relation-
ship is of a more fiduciary nature. It may invoke a greater

element of mutual problem solving and cooperation than does
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the relationship between the field salesman and his customer.
The possible difference between the two relationships may
simply be the difference between the salesman calling on a
customer and a customer with a need calling on a salesman.
In the second instance it may be understandable that sales
initiative assumes a subordinate role to other molar factors.

Summary of Profiles--Contrasts
and Similarities

In overview, the most interesting point one notices
when comparing these modal profiles is their striking sim-
ilarity. A third of both groups rank customer service
orientation as the most important determinant of sales
effectiveness and for both groups this is the modal first
priority ranking. Roughly one-fourth of both groups rank
efficiency as the second most important molar factor. In
the case of the less effective group this is also the modal
statistic at the second priority level. However, this is
not the case with the highly effective group which ranks
technical competence higher in priority than efficiency.
One may, in fact, view the second priority level of the
highly effective group as bi-modal in nature. This is not
the crucial issue.

The point to be grasped is that the molar factor of
technical competence is generally considered much more impor-
tant by the highly effective inside salesmen than by their
less effective counterparts. This attitude may reflect

itself in their willingness to develop new skills or
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assimilate new knowledge. If, as previously suggested, we
view the inside salesman-customer relationship as basically
a problem solving situation, it may very well be that
technical competence is a key factor which discriminates
between various levels of inside sales effectiveness. Let
it also be emphasized, however, that we are not discounting
the importance of the other molar factors by our previous
statement. Indeed, they may be every bit as important as
technical competence as a determinant of effectiveness. If
all inside salesmen perceive the relative importance of the
four other molar factors in the same way, their usefulness
in discriminating differences between highly effective and
less effective salesmen is impaired. That is why our
attention has focused on technical competence, the one
factor that was perceived very differently by the highly

effective and less effective groups.

Firm Typologies*

Typology I Profiles

The four firms included in this typology were char-
acterized by their relative small size, general product line
and minor market area. A total of thirteen inside salesmen
from these firms participated in the study. Of this total

group, eight men were classified as highly effective and

*As noted, the numbers of cases in these categories
do not warrant other than descriptive treatment.
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five were classified as less effective by their respective
managers. Tables V-3 and V-4 show the priority rankings of

the molar factors by each group.

Less Effective Inside Salesmen

The modal less effective salesman in this typology

ranked customer service orientation as the highest priority
of the five molar dimensions of effectiveness. Second in
his priority ranking was efficiency or self management.
The factor most often ranked third by these respondents was
technical competence. Sales initiative was most frequently
ranked fourth in importance relative to the other four molar
dimensions. Personality and sales initiative were consid-

ered of lowest priority importance by the respondent.

Highly Effective Inside Salesmen

The modal responses of the highly effective group
indicated first priority importance on efficiency or self
management. Technical competence was ranked second most
often by this group. Personality was the molar factor
ranked third with greatest frequency by respondents. Sales
initiative and customer service orientation were given low-
est priority of importance by this group.

Summary of Profiles--Contrasts
and Similarities

The most evident point of contrast between the view-
points of the less effective versus the highly effective in-

side salesmen was in the area of customer service orientation
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The modal less effective salesman considered this factor to
be paramount as a determinant of his overall effectiveness
while the modal highly effective salesman felt that other
factors were of greater (or equal) importance. Specifically
the modal responses of the highly effective group indicated
first order importance ranking to the molar factor of effi-
ciency (self management).

It also appears that the highly effective group
ranked technical competence as important as customer service
orientation as a determinant of effectiveness. An interest-
ing area of agreement between the two groups was on sales
initiative. This factor was given fourth or fifth order
modal priority ranking by both groups. Though the data are
limited, they suggest that the less effective salesman's
concern with the customer's wants may be excessive. Per-
haps he should put more emphasis on the importance of his
own technical competence. It may very well be that such a

shift would increase his overall selling effectiveness.

Typology II Profiles

The five firms included in this typology served
major market areas. In addition, they were all of large
size and carried a general product line inventory. One
hundred eleven inside salesmen were interviewed from these
firms. Forty six of these salesmen were designated highly

effective by their managers and sixty five were classed as
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less effective. Tables V-5 and V-6 show the priority rank-

ings of the molar factors by each group.

Less Effective Inside Salesmen

The modal less effective salesman in this typology
ranked customer service orientation as the highest priority
of the five molar dimensions of effectiveness. Second in
his priority ranking was efficiency or self -management. The
factor most often ranked third by these respondents was
personality. The fourth and fifth level priority rankings
of molar factors were somewhat mixed. These lower impor-
tance rankings were most often ascribed to personality,

technical competence and sales initiative.

Highly Effective Inside Salesmen

The modal responses of the highly effective group
showed first priority ranking of customer service orienta-
tion. Technical competence and efficiency were ranked
second most often by this group. Sales initiative was
ranked third and fourth most frequently by respondents.
Personality was heavily ranked as least important as a
determinant of effectiveness. Over a third of the respon-
dents in this group gave the low ranking to this factor.
This represented twice the frequency that any other factor
was deemed least important. The emphatic underscoring of
this factor was only matched by the emphasis this group gave
to the primary importance of customer service orientation

relative to all other molar factors. In other words the






121

sautT 3onpoad Texsusb pue fwity sbaeT !{3oxrew uo.mmZU
*sjuspuodsax aATJ .auvﬁ.mn

‘pautTIspun sbursues TepoN,

s°1¢C T €T 691 T €T %:ST Yyazta
s°81 S 8T 69T 6°9T Z°6cC Yy3zanod
6°9T s°1¢ 6791 0702 9°¥%C PITYL
z°9C S 8T S 8T S°8T S 8T puooas
69T 681 8°0€ SiTE €ITL 3satd
(%) (%) (%) (%) (%)
AousT1o133d SATIRTITUL uoT3ejuaTI0 souazaduod A31TRUOSIDd Juey
sares 901AI3S Teotuyoag Aj1I012d
TsWO3SND

5IT AboTodAy

Lu:wEmmHmm 9AT30973d SsoT Aq si1030ed IETOW JO oSBUTYURY TEPOW  "G-A STqEL






122

“sull 3onpoxd Texsusb pue ‘waty obaeT {3oyiew HOwMZU
*sjuspuodsax XIS Muuomn
‘pauUTTISpUN sburiuel Tepow,

2°aT ToLL VLT GRS 87 %€ EER
96T 0°LE 6°0T ¢°ST ¥ LT Yy3zanog
LETT 6°€C vLT voLT 9761 pPItTyL
¥ 0¢€ S°9 0°€T 95ZE vLT puodss
0°€T T°ST ST 9°6T 6°0T Isatd
(%) (%) (%) (%) (%)
Aoustot13zd 9AT3RT3TUL UOT3e3UST I0 souszadwod R3y1TeUOSIRg juey
sates 201AISS Teotuyosag AytI01ad
I8WO03SND

5II AboTodAy

n“cwEmwamm 9A130933d ATUb1H Aq si103ded IeTOW 3O oSPUTURY TePOW  “9-A STqRL






123

modal highly effective salesman within this typology
indicated strong conviction at both ends of the importance
spectrum. He felt that customer service orientation was by
far the most important determinant of his personal effective-
ness and, conversely, personality was, by far, the least
important determinant.

Summary of Profiles--Contrasts
and Similarities

Less effective salesmen in this typology tended to
rank personality higher than did the highly effective group.
In addition, the less effective group displayed more inter-
nal diversity of opinion regarding the ranking of all molar
factors. 1In other words, the less effective group tended to
be less emphatic in their modal ranking of any given factor
as contrasted to the highly effective group. This may pos-
sibly reflect the lack of a clearly defined role among the
members of the less effective group.

It is interesting to note that both groups recognize
customer service orientation as the primary determinant of
job effectiveness and also rank efficiency (self management)
as the second most important factor. However, the highly
effective group ranks technical competence generally as
important as efficiency while the less effective group
relegates the technical competence factor to fifth order
priority. This may point to an area of potential concern

for management. There may, indeed, be a lack of proper
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concern for the development and maintenance of requisite

technical skills by the less effective salesmen.

Typology III Profiles

The two firms included in this typology served major
market areas. They were large in size and dealt in a spe-
cialized product line. These firms yielded a total of
fifteen inside salesmen. Five of these salesmen were
designated less effective by their managers and the other
ten were classed as highly effective. Tables V-7 and V-8
show the priority rankings of the molar factors by each

group.

Less Effective Inside Salesmen

The modal less effective salesman in this typology
ranked customer service orientation as the highest priority
of the five molar dimensions of effectiveness. Second in
his priority ranking was sales initiative. Technical com-
petence and efficiency shared the third priority ranking.
Personality was given a fourth level priority ranking by
the respondents in this group. What is more interesting,
however, is that customer service orientation was relegated
to fourth level priority by as many respondents as had

deemed it of primary importance.

Highly Effective Inside Salesmen

The modal responses of the highly effective group

indicated first priority ranking of sales initiative.
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Efficiency (self management) was ranked second and third
most often by this group. Personality was ranked fourth by
one-half of the respondents and, similarly, one-half of the
group also felt that customer service orientation was the
least important determinant of job effectiveness. It might
be noted that this low rating of customer service orienta-
tion is quite uncommon when compared with the importance
attributed to it by salesmen in Typologies I and II.

Summary of Profiles--Contrasts
and Similarities

The only apparent point of contrast between the
perceptions less effective and highly effective modal
respondents concerns the customer service orientation factor.
The modal less effective inside salesman tended to rank this
factor highest in priority while his highly effective modal
counterpart tended to rank it as lowest in priority of
importance. All other factors were ranked in approximately

the same relative order by the two groups.

Typology IV Profiles

The single firm included in this typology served a
major market area. It was small in size and carried a
general product line. There were six inside salesmen in
this firm. Four of these salesmen were considered highly
effective by their manager and the other two were considered
less effective. Tables V-9 and V-10 show the priority

rankings of each group.
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Typology V Profiles

The two firms included in this typology both served
major market areas. Both were small in size and dealt in a
specialized product line. There was a total of seven inside
salesmen interviewed. Four of these salesmen were classed
as highly effective by their respective managers and three
were classed as less effective. Tables V-11 and V-12 show

the priority rankings of molar factors by each group.

Summary and Conclusions

The intent of this chapter was to reveal any major
differences in the outlook of less effective and highly
effective inside salesmen toward their jobs. 1In several
instances the analysis has suffered due to insufficient
sample size. In some cases (Typologies IV and V) this meant
that modal profiles were of little help. In others (Typol-
ogies I and III), the differences between the modal profiles
hinted at promising avenues of future inquiry. Even in
these cases, limited sample size precluded any substantive
conclusions.

Typology II did include a sufficient number of
respondents, in both less effective and highly effective
groups, to construct relatively good modal profiles for
comparison purposes. Two points of comparison between the
profiles appeared to be quite relevant. First the highly
effective modal profile seemed to be more well defined than

the modal less effective profile. That is, members of the






131

sautT 3onpoxd A3Tetoads pue ‘wity TTews !3axIew ToLen,

sjuspuodsax sa1yg,,

‘pauTTILpuUn sHuTUERI TEPON,

ELEE 0°0 0°0 9799 00 u3lzta
€°€E 0°0 €°€€ 0°0 €2 €E y3anod
00 €°€E 00 ETEE € €€ patuL
€7EE ELEE 0°0 0°0 £ee puooas
00 €1 EE 9799 00 0°0 Isatd
(%) (%) (%) (%) (%)
Aousto1333 SAT3RTI3TUIL UuoT3R3UdT IO aouajadwod KA31TRUOSISd uey
saTes 901AISS TeoTuUyOay K3taotad
I2WO3SND
A AboTodAL

q

luswsaTes 8AT3D9IFH SSOT AQ SI1030BRJ IRTOW JO mmm:wx:mm TepOW “TT-A @Tqed






132

soutlT 3onpoad X3jTetoads pue ‘waty TTRWS {3oIew uo.mmzu
*sjuspuodsax uzomn

‘paulTaspun sbursuex T ePOW,

0°6L 0752 0°0 0°0 0°0 U3ztd
00<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>